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HOW	  SMALL	  NEWSPAPERS	  ARE	  INNOVATING	  ONLINE	  Justin	  Paprocki	  Dr.	  Tim	  Vos,	  Thesis	  Supervisor	  ABSTRACT	  	   This	  research	  focuses	  on	  what	  small	  newspapers	  are	  doing	  to	  innovate	  online	  and	  how	  they	  are	  able	  to	  do	  it.	  In-­‐depth,	  semi-­‐structured	  interviews	  with	  12	  editors	  at	  small,	  community	  newspapers	  are	  conducted	  to	  examine	  the	  online	  features	  of	  their	  publications	  and	  how	  their	  staffs	  are	  structured	  to	  produce	  such	  content.	  It	  also	  breaks	  down	  their	  online	  features	  into	  four	  categories:	  multimedia	  content,	  frequency	  of	  website	  updates,	  reader-­‐generated	  content	  and	  other	  interactive	  features,	  and	  social	  media	  use.	  The	  study	  explores	  how	  these	  newspapers	  have	  reacted	  to	  changes	  in	  the	  industry	  using	  a	  theoretical	  framework	  of	  New	  Institutionalism	  and	  Rational	  Choice	  Theory.	  	  	  	  	   The	  research	  finds	  that	  both	  theories	  helped	  explain	  these	  newspapers’	  practices.	  The	  study	  adds	  nuance	  to	  our	  understanding	  of	  how	  small	  newspapers	  are	  able	  to	  innovate	  despite	  their	  limitations.	  Based	  on	  the	  findings,	  it	  also	  makes	  recommendations	  about	  ways	  other	  newspapers	  can	  innovate	  online.	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Chapter	  One:	  Introduction	  	  	  	  	   The	  story	  of	  newspaper	  journalism	  in	  the	  21st	  century	  is	  about	  its	  reaction	  to	  the	  Internet.	  Newspapers	  have	  struggled	  to	  transition	  in	  a	  digital	  era	  both	  financially	  and	  philosophically.	  	  	   Scholars	  and	  media	  journalists	  have	  documented	  newspapers’	  troubles	  gaining	  a	  foothold	  online.	  Much	  attention	  has	  been	  paid	  to	  what	  large	  news	  organizations	  have	  done	  to	  transition	  online	  (Boyle	  &	  Zuegner,	  2012;	  Hong,	  2012;	  Sasseen,	  Olmstead	  &	  Mitchell,	  2013;	  et.	  al).	  But	  less	  has	  been	  researched	  about	  smaller	  newspapers	  and	  their	  strategy	  to	  survive	  in	  this	  new	  era.	  Small	  newspapers	  have	  struggled	  to	  transition	  online	  compared	  to	  their	  larger	  counterparts	  (Greer	  &	  Yan,	  2011;	  Price	  &	  Brown,	  2010).	  However,	  some	  have	  established	  a	  significant	  online	  presence	  that’s	  benefited	  their	  audiences.	  	  	   This	  study	  explores	  how	  small	  newspapers	  are	  innovating	  online.	  These	  are	  the	  publications	  that,	  despite	  a	  lack	  of	  staff	  and	  resources	  compared	  to	  their	  larger	  counterparts,	  are	  still	  finding	  ways	  to	  break	  new	  ground	  in	  the	  digital	  world.	  The	  study	  seeks	  to	  further	  understand	  how	  these	  small	  newspapers	  are	  producing	  their	  online	  work	  from	  an	  organizational	  standpoint,	  building	  off	  the	  theories	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism.	  	  	   The	  newspaper	  industry	  is	  in	  a	  time	  of	  uncertainty.	  The	  Pew	  State	  of	  the	  Media	  (2013)	  has	  shown	  that	  readers	  are	  straying	  from	  print	  and	  flocking	  to	  online	  news	  sites.	  	  Arguments	  have	  been	  made	  that	  the	  future	  of	  journalism	  is	  online.	  The	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problem	  is	  that	  it	  hasn’t	  been	  profitable	  enough	  for	  newspapers	  to	  shift	  totally	  into	  digital	  (Jerkewitz	  and	  Mitchell,	  2013).	  So,	  the	  industry	  is	  at	  a	  crossroads.	  	  	   Sylvie	  and	  Witherspoon	  (2002)	  argue	  that	  newsrooms	  have	  typically	  been	  resistant	  to	  change.	  Newspapers	  have	  been	  “labeled	  for	  Luddism,	  for	  being	  in	  a	  state	  of	  denial”	  when	  it	  comes	  to	  the	  need	  for	  evolution	  (p.	  6).	  This	  can	  pose	  a	  serious	  threat	  to	  their	  own	  health	  and	  the	  stability	  of	  the	  entire	  industry.	  	  	   What	  this	  comes	  down	  to	  is	  how	  newspapers	  are	  reacting	  to	  uncertainty.	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  are	  typically	  considered	  in	  fields	  outside	  journalism	  and	  mass	  communications.	  But	  these	  theories	  can	  and	  have	  been	  applied	  to	  the	  changes	  newspapers	  have	  been	  going	  through	  (Lowrey	  &	  Woo,	  2010).	  	  	   In	  times	  of	  uncertainty,	  institutions	  can	  follow	  the	  models	  laid	  out	  in	  Rational	  Choice	  Theory	  and	  New	  Institutionalism.	  Rational	  Choice	  Theory	  argues	  that	  institutions	  have	  the	  ability	  to	  change,	  and	  the	  agents	  within	  those	  institutions	  have	  the	  capability	  to	  foster	  that	  change	  (Eriksson,	  2011).	  These	  agents	  will	  base	  the	  change	  by	  monitoring	  and	  receiving	  feedback	  from	  the	  institution’s	  audience.	  In	  addition,	  the	  different	  departments	  within	  the	  institution	  will	  work	  closely	  together.	  New	  Institutionalism	  argues	  that,	  essentially,	  the	  opposite	  happens	  in	  times	  of	  uncertainty.	  Institutions	  tend	  to	  stay	  static,	  only	  making	  surface	  changes	  based	  on	  what	  similar	  institutions	  are	  doing	  (Scott,	  2001).	  Even	  if	  they	  are	  capable	  of	  changing	  (for	  example,	  they	  have	  to	  resources	  to	  do	  so),	  they	  still	  tend	  to	  cling	  to	  what	  they’ve	  done	  out	  of	  fear	  of	  losing	  legitimacy	  in	  the	  eyes	  of	  their	  audience	  if	  they	  change	  too	  much.	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   This	  study	  will	  look	  at	  how	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  play	  into	  these	  innovative	  newspapers.	  The	  initial	  impression	  may	  be	  that	  they	  tend	  to	  fall	  on	  the	  side	  of	  Rational	  Choice	  Theory	  and	  are	  free	  to	  make	  choices	  and	  closely	  monitor	  their	  audiences.	  But,	  as	  previous	  research	  has	  shown,	  that	  may	  not	  necessarily	  be	  the	  case	  (Lowrey	  &	  Woo,	  2010).	  Newspapers	  make	  some	  changes	  but	  stick	  to	  other	  old	  ways.	  They	  may	  establish	  an	  online	  presence	  but	  only	  because	  that’s	  the	  current	  trend.	  Therefore,	  their	  web	  presence	  isn’t	  based	  on	  audience	  demands	  but	  rather	  on	  what	  other	  newspapers	  are	  doing.	  In	  some	  situations	  newspapers	  can	  have	  good	  intentions.	  They	  may	  routinely	  check	  website	  analytics,	  indicating	  that	  they’re	  closely	  monitoring	  their	  audience.	  But	  then	  they	  fall	  into	  old	  ways,	  as	  New	  Institutionalism	  suggests,	  by	  not	  allowing	  that	  research	  to	  influence	  their	  news	  coverage.	  Ultimately,	  it’s	  about	  how	  these	  newspapers	  are	  reacting	  –	  or	  not	  reacting	  –	  to	  the	  change	  that’s	  happening	  around	  them.	  	  	   This	  study	  elaborates	  on	  the	  research	  gauging	  the	  climate	  in	  the	  journalism	  industry	  and	  how	  the	  theories	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  apply	  to	  the	  field.	  From	  there,	  the	  study	  explains	  the	  process	  used	  in	  identifying	  innovative	  small	  newspapers	  and	  gauging	  their	  web	  efforts	  in	  terms	  of	  frequency	  of	  website	  updates	  and	  use	  of	  social	  media	  feeds,	  multimedia	  and	  interactive	  features.	  Then,	  the	  study	  analyses	  the	  findings	  of	  interviews	  with	  12	  editors	  of	  small	  newspapers	  and	  discusses	  how	  their	  answers	  play	  into	  the	  theoretical	  framework.	  	  	  	   Through	  this,	  the	  study	  sheds	  new	  light	  on	  what	  smaller	  newspapers	  are	  doing	  to	  innovate	  online.	  It	  builds	  upon	  the	  limited	  body	  of	  research	  about	  journalism	  in	  the	  context	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism.	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Chapter	  Two:	  Literature	  Review	  	  	  	  	   The	  literature	  presents	  the	  idea	  that	  newspaper	  industry	  is	  undergoing	  change	  and	  seeks	  to	  examine	  how	  the	  players	  and	  publications	  within	  this	  industry	  are	  reacting	  to	  it.	  	  	  
Newsroom	  Culture	  in	  Flux	  	  	   Internally,	  newsroom	  cultures	  have	  a	  history	  of	  being	  reluctant	  to	  change.	  Singer	  (2004)	  found	  that	  print	  journalists	  were	  reluctant	  to	  incorporate	  convergence	  aspects	  into	  their	  profession.	  Above	  all	  else,	  the	  quality	  of	  journalism	  was	  their	  number	  one	  priority,	  even	  over	  the	  idea	  of	  making	  money.	  Traditionally,	  newspaper	  journalists	  adhere	  to	  the	  norm.	  Sylvie	  and	  Witherspoon	  note	  that	  newspapers	  have	  been	  called	  “gutless”	  and	  “mired	  in	  the	  muck	  of	  tradition”	  when	  it	  comes	  to	  encouraging	  innovation	  (p.	  7).	  They	  argue	  that	  newspapers	  that	  don’t	  change	  also	  don’t	  tend	  to	  listen	  to	  their	  readers.	  This	  can	  be	  dire	  for	  their	  business.	  They	  state:	  “Without	  markets,	  there	  is	  no	  demand.	  Without	  demand,	  there	  is	  no	  newspaper.”	  	  But	  this	  doesn’t	  mean	  all	  hope	  is	  lost	  for	  newspapers.	  Lowrey	  and	  Gade	  (2011)	  take	  a	  more	  optimistic	  stance,	  pointing	  out	  that	  newspapers	  have	  adjusted	  before	  for	  competition	  from	  television	  and	  radio	  and	  the	  onslaught	  of	  public	  relations	  personnel.	  “It	  should	  be	  possible	  again,”	  they	  write	  (p.	  20).	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New	  Institutionalism	  in	  Journalism	  	   New	  Institutionalism	  is	  a	  theory	  stemming	  from	  sociology	  and	  has	  been	  applied	  to	  political	  science,	  economics	  and	  other	  fields	  (Scott,	  2001).	  The	  lack	  of	  innovation	  in	  newspapers	  has	  caused	  some	  scholars	  to	  explore	  how	  this	  theory	  can	  be	  applied	  to	  print	  journalism	  (Lowrey	  &	  Woo,	  2010;	  Lowrey	  &	  Gade,	  2011).	  	  	  	   At	  its	  essence,	  New	  Institutionalism	  has	  its	  roots	  in	  the	  idea	  that	  legitimacy	  is	  just	  as	  important,	  to	  a	  degree,	  as	  financial	  stability	  (Scott,	  2001).	  Institutions	  seeking	  this	  legitimacy	  tend	  to	  stick	  to	  what	  the	  larger	  public	  thinks	  it	  should	  be	  and	  how	  it	  has	  traditionally	  projected	  itself	  to	  the	  public.	  Oftentimes,	  instead	  of	  seeking	  innovation,	  institutions	  tread	  in	  sameness,	  the	  idea	  that	  part	  of	  their	  success	  is	  based	  on	  their	  traditional	  practice.	  These	  practices	  become	  part	  of	  a	  myth	  of	  the	  organization,	  leading	  it	  to	  follow	  the	  same	  path	  even	  if	  it	  may	  be	  a	  detriment	  to	  the	  company	  (Meyer	  &	  Rowen,	  1977).	  Some	  attempts	  at	  innovation	  may	  be	  superficial,	  as	  any	  attempt	  to	  drastically	  change	  may	  be	  seen	  as	  challenging	  a	  newspaper’s	  legitimacy	  as	  an	  institution.	  	  This	  sameness,	  or	  isomorphism,	  leads	  institutions	  to	  seek	  to	  adhere	  to	  practices	  exhibited	  by	  similar	  institutions.	  As	  has	  always	  been	  the	  case,	  newspapers	  tend	  to	  mirror	  each	  other.	  This	  heightens	  legitimacy	  and	  encourages	  the	  notion	  that	  a	  newspaper	  may	  be	  negligent	  by	  deviating	  from	  the	  norm	  (DiMaggio	  &	  Powell,	  1983).	  Lowrey	  and	  Woo	  (2010)	  note	  that	  newspapers	  are	  indeed	  businesses	  that	  react	  to	  economic	  conditions,	  but	  they	  are	  also	  institutions	  in	  the	  community	  and	  act	  in	  accordance	  to	  the	  perceived	  notion	  of	  how	  a	  newspaper	  is	  supposed	  to	  act	  (p.	  41).	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Rational	  Choice	  Theory	  in	  Journalism	  	   Rational	  Choice	  Theory	  is	  primarily	  used	  in	  economics	  but	  has	  also	  been	  applied	  to	  political	  science,	  sociology	  and	  other	  fields	  (Eriksson,	  2011).	  Theorists	  have	  debated	  the	  exact	  meaning	  of	  Rational	  Choice	  Theory,	  making	  discussion	  surrounding	  it	  even	  more	  difficult.	  In	  general,	  Rational	  Choice	  Theory	  takes	  the	  approach	  that	  institutions	  are	  largely	  driven	  by	  the	  actions	  of	  the	  individuals	  within	  those	  institutions.	  These	  institutions	  can	  be	  changed	  based	  on	  the	  actions	  of	  the	  individuals	  (p.	  166).	  In	  the	  context	  of	  newspapers,	  Lowrey	  and	  Woo	  (2010)	  argue	  that	  Rational	  Choice	  Theory	  postulates	  that	  the	  editors	  or	  publishers	  have	  the	  ability	  to	  get	  the	  most	  of	  their	  product,	  even	  if	  it	  means	  changing	  the	  goals	  or	  altering	  the	  identity	  of	  the	  business.	  These	  managers	  are	  also	  working	  to	  reduce	  uncertainty	  in	  their	  business	  by	  monitoring	  their	  audience	  and	  working	  with	  other	  departments	  to	  figure	  out	  a	  better	  way	  forward.	  This	  is	  referred	  to	  as	  “tight	  coupling,”	  i.e.	  newsrooms	  drawing	  closer	  with	  their	  audience	  and	  other	  departments	  within	  the	  business	  (p.	  42).	  When	  these	  practices	  aren’t	  done,	  it	  is	  referred	  to	  as	  “loose	  coupling.”	  	   Lowrey	  and	  Woo	  (2010)	  looked	  at	  newspaper	  practices	  in	  the	  context	  of	  Rational	  Choice	  Theory	  or	  New	  Institutionalism.	  	  The	  researchers	  found	  that	  newspapers’	  actions	  could	  be	  explained	  by	  both	  theories.	  They	  found	  that	  editors	  are	  paying	  attention	  to	  audience	  feedback	  but	  not	  always	  letting	  that	  change	  their	  business	  practices.	  They	  found	  that	  the	  greater	  the	  uncertainty	  of	  success	  within	  a	  newspaper,	  the	  less	  likely	  news	  editors	  were	  willing	  to	  deviate	  from	  the	  norm.	  Instead,	  they	  clung	  to	  the	  traditional	  news	  practices	  that	  gave	  them	  legitimacy.	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They’re	  also	  less	  likely	  to	  cooperate	  with	  other	  divisions.	  The	  researchers	  saw	  it	  as	  the	  editors	  eroding	  their	  legitimacy	  as	  judgers	  of	  news	  when	  accepting	  feedback	  from	  outside	  their	  department.	  The	  innovation	  largely	  happened	  because	  of	  pressure	  from	  corporate	  managers	  or	  when	  concrete	  evidence	  was	  presented	  that	  a	  change	  in	  practice	  would	  be	  necessary.	  	  	   The	  theory	  of	  bounded	  rationality	  also	  comes	  into	  play	  into	  how	  institutions,	  including	  newspapers,	  react	  in	  uncertain	  times	  (Simon,	  1976).	  Herbert	  Simon’s	  theory	  states	  that	  actors	  in	  an	  institution,	  even	  if	  they	  have	  the	  ability	  to	  change,	  aren’t	  able	  to	  truly	  think	  through	  a	  complex	  situation	  because	  of	  the	  amount	  of	  information	  is	  too	  great	  to	  fully	  digest	  and	  analyze.	  Therefore,	  they	  often	  decide	  on	  a	  suitable	  decision	  rather	  than	  the	  ideal	  one.	  As	  Lowrey	  and	  Gade	  (2011)	  explain,	  “people	  are	  more	  likely	  to	  adopt	  rules	  of	  thumb	  in	  their	  decision	  making	  than	  they	  are	  to	  assess	  costs	  and	  benefits	  in	  a	  thorough	  way.”	  This	  can	  be	  seen	  in	  how	  news	  editors	  often	  adapt	  “tried	  and	  true”	  routines	  to	  deal	  with	  uncertainty	  (p.	  8).	  	  	  	   Some	  smaller	  newspapers	  are	  innovating	  online,	  but	  a	  limited	  amount	  of	  research	  has	  been	  done	  to	  find	  out	  how	  these	  newspapers	  are	  changing	  to	  keep	  up	  with	  the	  times.	  A	  Pew	  case	  study	  went	  in-­‐depth	  to	  discuss	  how	  individual	  newspapers	  have	  restructured	  to	  innovate	  online.	  Jerkewitz	  and	  Mitchell	  (2013)	  explained	  how	  four	  community	  newspapers	  -­‐-­‐	  Naples	  Daily	  News,	  Santa	  Rosa	  Press	  Democrat,	  The	  (Salt	  Lake	  City)	  Deseret	  News	  and	  Columbia	  (Tenn.)	  Daily	  Herald	  -­‐-­‐	  are	  appealing	  to	  readers	  online.	  All	  of	  the	  publications	  have	  significantly	  restructured	  to	  find	  ways	  to	  profit.	  The	  smallest,	  The	  Daily	  Herald	  (circulation	  12,000),	  has	  done	  several	  things	  to	  reach	  out	  to	  readers,	  including	  introducing	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contests,	  digital	  coupons,	  the	  ability	  to	  purchase	  tickets	  online	  and	  a	  breaking	  news	  email	  blast	  (para.	  9).	  “These	  success	  stories	  share	  some	  common	  characteristics	  such	  as	  risk-­‐taking	  leadership,	  a	  commitment	  to	  remaking	  the	  internal	  culture	  and	  a	  push	  to	  improve	  the	  editorial	  product,”	  the	  authors	  wrote	  (para.	  5).	  “Yet,	  they	  all	  introduced	  different	  innovations,	  tailored	  to	  the	  particulars	  of	  that	  market.”	  	  	   	  
What	  is	  a	  Small	  Newspaper?	  	   The	  terms	  “small”	  or	  “community”	  newspaper	  can	  take	  different	  forms	  depending	  on	  the	  study.	  	  The	  National	  Newspaper	  Association	  considers	  papers	  with	  less	  than	  50,000	  subscribers	  to	  be	  “community	  newspapers”	  (http://nnaweb.org).	  These	  newspapers	  make	  up	  about	  90	  percent	  of	  the	  total	  newspapers	  in	  the	  country,	  according	  to	  the	  association.	  But	  the	  difference	  between	  a	  newspaper	  with	  a	  45,000	  circulation	  and	  10,000	  circulation	  can	  be	  immense.	  Others	  have	  broken	  this	  category	  down	  more	  to	  create	  a	  subset	  of	  “small”	  newspapers.	  But	  there	  is	  no	  agreement	  about	  what	  constitutes	  “small,”	  one	  study	  defining	  small	  as	  20,000	  circulation	  or	  less	  (Lowrey	  &	  Woo,	  2010),	  another	  as	  10,000	  or	  less	  (Greer	  &	  Yan,	  2011)	  and	  a	  so	  on.	  However,	  the	  general	  understanding	  is	  that	  “small”	  is	  a	  subset	  of	  “community,”	  setting	  aside	  these	  papers	  to	  recognize	  the	  differences	  between	  larger	  and	  small	  “community	  newspapers.”	  	  
Why	  Go	  Online?	  	   The	  literature	  shows	  that	  newspapers	  in	  general	  are	  expanding	  their	  presence	  online	  in	  an	  attempt	  to	  keep	  up	  with	  readers’	  demand	  for	  digital	  news.	  The	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Pew	  State	  of	  the	  News	  Media	  2013	  study	  reported	  that	  online	  is	  the	  only	  news	  category	  that	  grew	  in	  readership	  over	  the	  past	  year	  (Sasseen,	  Olmstead	  &	  Mitchell,	  2013).	  About	  50	  percent	  of	  the	  Pew	  survey’s	  respondents	  reported	  that	  they	  received	  their	  news	  “yesterday”	  digitally,	  compared	  to	  only	  about	  23	  percent	  who	  got	  it	  from	  a	  print	  newspaper.	  More	  readers	  are	  now	  getting	  news	  via	  social	  media,	  as	  well.	  The	  percentage	  of	  readers	  who	  reported	  receiving	  news	  “yesterday”	  from	  social	  media	  more	  than	  doubled	  from	  last	  year	  to	  19	  percent	  (para.	  38).	  Earlier	  research	  supports	  the	  trend	  of	  moving	  online	  by	  looking	  at	  the	  habits	  of	  youth.	  In	  their	  study	  of	  college	  students,	  Hunt,	  Atkin	  and	  Kowal	  (2013)	  found	  that	  the	  students	  reported	  that	  social	  media	  is	  the	  main	  reason	  they	  go	  online	  (p.	  72).	  However,	  online	  news	  still	  has	  a	  feeling	  of	  uncharted	  territory.	  Print	  newspapers	  throughout	  the	  years	  have	  tended	  to	  look	  homogenous.	  But	  news	  sites	  are	  still	  in	  their	  infancy.	  About	  13	  years	  ago	  websites	  were	  largely	  just	  reproductions	  of	  content	  found	  in	  the	  newspaper,	  but	  within	  four	  years	  they	  started	  to	  become	  more	  unique,	  showcasing	  interactive	  features	  such	  as	  comment	  sections	  and	  searchable	  archives	  (Barnhurst,	  2010).	  The	  web	  version	  did	  lag	  behind	  the	  print,	  Barnhurst	  found,	  posting	  fewer	  visuals	  and	  stories	  than	  what	  could	  be	  found	  in	  the	  daily	  newspaper.	  The	  trend	  “continued	  a	  long	  history	  as	  slow	  adopters	  of	  innovation	  and	  new	  techniques	  for	  informing	  the	  public”	  (p.	  555).	  Weiss	  and	  Wulfemeyer	  (2014)	  showed	  that	  newspapers	  have	  made	  strides	  in	  recent	  years	  in	  offering	  multimedia	  content	  and	  frequently	  updated	  websites.	  But	  among	  elite	  sites,	  the	  use	  was	  inconsistent,	  indicating	  that	  newspapers	  do	  not	  have	  a	  uniform	  idea	  about	  how	  to	  operate.	  Smaller	  newspapers	  established	  an	  online	  presence	  more	  based	  on	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corporate	  demands	  than	  gauging	  the	  interest	  in	  a	  community	  (Lowrey,	  2003).	  The	  form	  of	  the	  websites	  in	  particular	  was	  based	  on	  what	  format	  third-­‐party	  venders	  could	  provide	  rather	  than	  shaping	  based	  on	  reader	  feedback.	  However	  the	  author	  argues	  that	  this	  may	  overall	  be	  a	  benefit	  for	  smaller	  newspapers,	  as	  they	  may	  not	  have	  time	  or	  staffing	  to	  provide	  any	  sort	  of	  interactive	  features	  if	  not	  for	  the	  third-­‐party	  vendor	  (p.	  89).	  	  	   Research	  is	  showing	  that	  the	  trend	  is	  moving	  toward	  online	  news	  (Sasseen,	  Olmstead	  &	  Mitchell,	  2013).	  But	  are	  newspapers	  seeing	  a	  benefit	  to	  this?	  Pew	  reports	  that	  online	  advertising	  revenue	  has	  not	  made	  up	  for	  the	  money	  lost	  in	  print	  ad	  sales	  –	  for	  every	  $1	  brought	  in	  by	  online	  ads,	  $7	  are	  lost	  via	  print	  ads	  (Jerkewitz	  &	  Mitchell,	  2013).	  The	  money	  may	  not	  be	  there	  yet,	  but	  studies	  show	  that	  some	  editors	  of	  small	  newspapers	  see	  an	  online	  presence	  as	  beneficial	  to	  reaching	  their	  audiences.	  The	  Internet	  gives	  community	  newspapers	  the	  opportunity	  to	  reach	  out	  to	  other	  populations	  rather	  than	  just	  local	  ones	  (Reader	  &	  Hatcher,	  2012).	  In	  that	  sense,	  the	  term	  “community”	  stretches	  beyond	  geography.	  Research	  has	  shown	  that	  editors	  recognize	  the	  ability	  of	  the	  Internet	  to	  expand	  audiences	  and	  provide	  additional	  services	  than	  what	  a	  printed	  newspaper	  can.	  Adams	  (2007)	  reported	  that	  the	  top	  three	  most	  popular	  responses	  from	  editors	  about	  the	  benefits	  of	  an	  online	  edition	  were:	  reaching	  out-­‐of-­‐town	  readers,	  the	  ability	  to	  post	  updates	  on	  stories	  and	  the	  opportunity	  to	  create	  additional	  revenue	  sources.	  Editors	  reported	  that	  an	  online	  presence	  gave	  them	  the	  freedom	  that	  their	  printing	  schedule	  did	  not.	  	  One	  respondent	  said,	  “It	  allows	  it	  to	  be	  daily	  or	  hourly,	  if	  needed”	  (p.	  47).	  In	  essence,	  the	  Internet	  can	  allow	  any	  publication	  to	  become	  a	  24-­‐hour	  news	  outlet.	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   News	  consumers	  are	  flocking	  online,	  but	  research	  has	  demonstrated	  that	  the	  readers	  themselves	  often	  have	  mixed	  opinions	  about	  small	  newspapers	  sites	  (Chung	  &	  Nah,	  2009;	  Rosenberry,	  2010;	  Hansen,	  2007).	  Chung	  and	  Nah	  (2009)	  polled	  readers	  of	  community	  newspapers	  in	  Kentucky	  about	  their	  satisfaction	  of	  their	  hometown	  news	  sites’	  interactive	  features.	  The	  results	  varied	  with	  readers	  getting	  the	  most	  satisfaction	  out	  of	  the	  submission	  option,	  such	  as	  letters	  to	  the	  editor	  or	  reader	  photo	  galleries	  (p.	  864).	  The	  authors	  concluded	  that	  newspapers	  should	  find	  more	  ways	  online	  to	  encourage	  the	  public	  to	  submit	  news	  (p.	  867).	  This	  is	  striking	  because	  news	  submission	  is	  a	  relatively	  simple	  way	  to	  encourage	  reader	  interaction	  online,	  rather	  than	  the	  more	  time-­‐consuming	  multimedia	  features	  that	  readers	  report	  not	  even	  experiencing	  that	  often	  in	  the	  study.	  The	  comment	  section	  also	  scored	  low	  on	  the	  survey,	  but	  other	  studies	  have	  shown	  that	  it	  can	  be	  beneficial	  for	  newspapers.	  Rosenberry	  (2010)	  surveyed	  readers	  who	  regularly	  participated	  in	  online	  newspaper	  message	  boards	  in	  the	  context	  of	  community	  building.	  The	  survey	  found	  that	  the	  majority	  of	  participants	  believed	  that	  the	  message	  boards	  helped	  their	  understanding	  of	  community	  issues	  and	  made	  them	  feel	  more	  of	  a	  part	  of	  their	  community	  (p.	  160).	  	  The	  comment	  section	  received	  mixed	  reviews	  in	  Hansen’s	  (2007)	  review	  of	  The	  Sentinel	  Echo	  in	  London,	  Kentucky.	  The	  section	  was	  taken	  down	  during	  the	  study,	  but	  only	  a	  few	  respondents	  in	  the	  survey	  noted	  that	  they	  missed	  it.	  Once	  again,	  the	  most	  popular	  and	  predominant	  feature	  was	  a	  relatively	  simple	  one	  –	  up-­‐to-­‐date	  stories.	  Almost	  all	  respondents	  stated	  that	  “reading	  about	  what	  has	  happened	  since	  the	  paper	  was	  published”	  (p.	  24)	  was	  important	  to	  them.	  Hansen	  notes	  that	  in	  order	  to	  attract	  an	  audience	  (and	  advertising	  along	  with	  it)	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local	  newspapers	  must	  “document	  the	  milestones	  in	  the	  lives	  of	  their	  readers,	  and	  they	  must	  do	  so	  in	  a	  timely	  fashion”	  (p.	  25).	  	  Chyi,	  Yang,	  Lewis	  and	  Zeng	  (2010)	  suggest	  the	  challenge	  may	  not	  be	  just	  providing	  updated,	  interactive	  content	  online	  but	  rather	  overcoming	  a	  larger	  mindset	  about	  websites.	  They	  found	  that	  visitors	  who	  only	  visited	  the	  website,	  as	  opposed	  to	  both	  visiting	  the	  site	  and	  reading	  the	  print	  edition,	  didn’t	  spend	  as	  much	  time	  engaging	  in	  content.	  They	  suggested	  that	  the	  web	  could	  be	  seen	  like	  “fast	  food,	  which	  provides	  utility	  under	  some	  circumstances	  but	  not	  as	  appealing	  as	  high-­‐end	  fare”	  (p.	  74).	  	  	   Few	  studies	  have	  looked	  at	  how	  effective	  social	  media	  is	  in	  attracting	  readers,	  but	  Hong	  (2012)	  studied	  whether	  Twitter	  actually	  brought	  in	  readers	  to	  a	  news	  website.	  The	  author	  studied	  Twitter	  feeds	  and	  online	  traffic	  of	  newspapers	  of	  varying	  size	  over	  three	  years	  (p.	  70).	  Hong	  does	  not	  break	  down	  results	  based	  on	  size,	  but	  the	  information	  he	  collected	  is	  valuable	  for	  any	  newspaper	  regardless	  of	  circulation.	  He	  found	  that	  the	  adoption	  of	  Twitter	  caused	  online	  newspaper	  website	  readership	  to	  increase	  at	  about	  1	  percent	  per	  month	  at	  first	  (p.	  73).	  However,	  the	  association	  between	  growth	  and	  Twitter	  use	  started	  to	  fade	  after	  the	  first	  few	  months.	  The	  results	  also	  showcased	  that	  this	  association	  was	  more	  likely	  the	  more	  often	  newspapers	  tweeted.	  	  	  
What’s	  the	  Presence	  Like?	  	   Small	  newspapers	  are	  attempting	  to	  forge	  ground	  online,	  but	  research	  shows	  that	  they	  still	  could	  be	  doing	  more	  (Greer	  &	  Yan,	  2011).	  Over	  the	  last	  decade,	  research	  has	  shown	  that	  community	  newspapers	  are	  expanding	  their	  digital	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presence.	  Greer	  and	  Yan	  (2011)	  found	  that	  smaller	  newspapers	  were	  using	  older	  tools,	  such	  as	  RSS	  and	  email	  delivery	  systems,	  at	  a	  much	  higher	  rate	  than	  the	  more	  recent	  online	  tools.	  The	  most	  popular	  Internet-­‐based	  delivery	  system	  was	  the	  RSS	  feed,	  which	  about	  60	  percent	  of	  the	  small	  newspapers	  (less	  than	  10,000	  circulation,	  by	  their	  definition)	  and	  80	  percent	  of	  the	  large	  newspapers	  employed	  (p.	  89).	  Fewer	  than	  one-­‐fourth	  of	  small	  newspapers	  used	  email	  or	  text	  messaging	  systems,	  Twitter,	  Facebook	  or	  MySpace.	  Mid-­‐sized	  newspapers	  (between	  10,000	  and	  50,000	  circulation)	  fared	  better.	  About	  one-­‐third	  of	  mid-­‐sized	  newspapers	  surveyed	  featured	  text	  alerts.	  About	  43	  percent	  –	  nearly	  double	  that	  of	  the	  smaller	  newspapers	  –	  offered	  an	  email	  delivery	  system.	  	  As	  far	  as	  social	  media,	  the	  most	  popular	  was	  Twitter,	  as	  about	  17	  percent	  of	  small	  newspapers	  used	  the	  service	  and	  36	  percent	  of	  mid-­‐sized	  papers.	  Only	  about	  15	  percent	  of	  both	  mid-­‐sized	  and	  small	  papers	  had	  a	  Facebook	  page.	  By	  comparison,	  large	  newspapers	  had	  a	  greater	  presence	  online	  in	  all	  categories.	  	  	   When	  it	  comes	  to	  frequency	  of	  updates	  on	  websites,	  small	  newspapers	  also	  tend	  to	  lag	  behind.	  Tremayne,	  Weiss	  and	  Alves	  (2007)	  found	  that	  as	  circulation	  increased,	  so	  did	  story	  updates.	  Xu	  (2014)	  demonstrated	  that	  large	  newspaper	  sites	  were	  updated	  more	  often	  than	  mid-­‐sized	  or	  small	  papers.	  She	  argues	  that	  updating	  frequently	  is	  a	  missed	  opportunity	  for	  news	  sites:	  It	  gives	  readers	  a	  reason	  to	  come	  back	  throughout	  the	  day.	  	  	   More	  research	  has	  shown	  that	  newspapers	  have	  attempted	  to	  use	  social	  media	  with	  varying	  degrees	  of	  success.	  Boyle	  and	  Zuegner	  (2012)	  gathered	  a	  week’s	  worth	  of	  tweets	  and	  Twitter	  statistics	  from	  190	  daily	  newspapers	  (circulation	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25,000-­‐75,000)	  (p.	  10).	  Even	  among	  the	  larger	  newspapers,	  the	  authors	  found	  many	  just	  use	  an	  automated	  service	  to	  dump	  out	  links	  back	  to	  stories.	  Most	  do	  not	  seek	  interaction	  with	  Twitter	  followers,	  limiting	  the	  dialogue	  that	  can	  be	  started	  with	  readers,	  the	  authors	  conclude	  (p.	  16).	  	  	   Aside	  from	  looking	  at	  newspaper	  presence	  online,	  it’s	  important	  to	  understand	  why	  some	  newspapers	  are	  limiting	  their	  online	  experience.	  In	  part,	  this	  is	  just	  due	  to	  the	  sheer	  size	  of	  the	  newspapers.	  Rosenberry	  (2013)	  looked	  at	  Facebook	  and	  Twitter	  feeds	  from	  38	  randomly	  selected	  U.S.	  newspapers	  and	  broke	  them	  down	  based	  on	  circulation	  size	  (p.	  88).	  He	  found	  that	  social	  media	  use	  is	  tied	  into	  circulation	  size	  i.e.	  the	  bigger	  the	  paper,	  the	  more	  active	  role	  on	  social	  media.	  He	  concludes	  that	  circulation	  and	  population	  size	  are	  better	  predictors	  of	  social	  media	  use	  than	  organizational	  structure	  (p.	  96).	  This	  may	  seem	  somewhat	  obvious,	  but	  it	  makes	  the	  relevant	  point	  that	  small	  newspapers	  have	  fewer	  resources	  than	  larger	  papers	  and	  therefore	  can’t	  devote	  as	  much	  staff	  time	  and	  money	  to	  creating	  an	  online	  presence.	  	  	   Some	  smaller	  newspapers	  just	  don’t	  see	  the	  need	  for	  an	  online	  presence.	  Price	  and	  Brown	  (2010)	  interviewed	  three	  managers	  who	  oversaw	  chains	  of	  rural	  print	  products	  (p.	  6-­‐9).	  They	  noted	  that	  rural	  newspapers	  are	  slow	  to	  transition	  to	  new	  media.	  Most	  did	  not	  have	  Twitter	  feeds	  but	  did	  have	  Facebook	  pages.	  The	  managers	  said	  they	  were	  uncertain	  if	  social	  media	  helped	  draw	  in	  readers	  or	  generate	  advertising.	  One	  newspaper	  owner	  said	  his	  product	  did	  not	  have	  a	  website.	  Other	  newspaper	  managers	  said	  new	  media	  was	  not	  the	  focus	  of	  their	  publications,	  in	  part	  because	  they	  did	  not	  have	  the	  staffing,	  but	  largely	  because	  they	  did	  not	  see	  it	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as	  necessary.	  They	  felt	  confident	  that	  readers	  would	  continue	  to	  buy	  their	  print	  product	  because	  they	  were	  the	  only	  news	  outlet	  serving	  their	  community.	  	  However,	  the	  authors	  conclude:	  “Rural	  media	  organizations	  can	  use	  social	  media	  to	  make	  a	  stronger	  connection	  with	  the	  public	  by	  encouraging	  user	  generated	  content	  and	  local	  blogging	  on	  their	  sites.	  This	  can	  be	  assisted	  with	  public	  policies	  that	  encourage	  development	  of	  better	  broadband	  technologies	  in	  rural	  areas”	  (p.	  11).	  	   In	  conclusion,	  the	  literature	  offers	  an	  idea	  of	  what	  community	  newspapers	  are	  attempting	  to	  do	  online.	  However,	  the	  literature	  is	  limited	  and	  tends	  to	  be	  out-­‐of-­‐date.	  Of	  course,	  as	  soon	  as	  a	  study	  is	  complete,	  it	  slowly	  goes	  out	  of	  date.	  But	  more	  can	  be	  done	  to	  paint	  a	  fuller	  picture.	  Study	  on	  social	  media	  tends	  to	  be	  lacking,	  as	  more	  emphasis	  has	  been	  placed	  on	  websites.	  Even	  less	  has	  been	  done	  to	  study	  the	  connections	  between	  community	  newspapers	  and	  Rational	  Choice	  Theory	  or	  New	  Institutionalism.	  Plenty	  of	  room	  exists	  to	  expand	  upon	  the	  existing	  literature.	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Chapter	  Three:	  Methods	  	  	  	  	   A	  qualitative	  method	  was	  selected	  for	  this	  study	  to	  explore	  a	  particular	  topic	  in	  an	  open-­‐ended	  way.	  	  	   The	  study	  attempts	  to	  further	  understand	  how	  these	  small	  newspapers	  are	  producing	  their	  online	  work	  through	  the	  lens	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism:	  	  
Research	  question	  1.	  How	  do	  these	  editors	  choose	  to	  structure	  their	  newsroom	  staffs	  to	  handle	  the	  online	  workload?	  	  	  -­‐	  This	  question	  relates	  to	  the	  idea	  in	  Rational	  Choice	  Theory	  that	  agents	  within	  institutions	  have	  the	  ability	  to	  change	  their	  practices	  in	  the	  face	  of	  uncertainty.	  	  	  2a.	  How	  do	  these	  newspaper	  editors	  view	  their	  relationship	  with	  their	  audience?	  	  2b.	  How	  do	  these	  newsrooms	  collaborate	  with	  other	  departments	  within	  the	  publication?	  -­‐	  These	  questions	  gauge	  whether	  these	  newspapers	  engage	  in	  tight	  coupling	  or	  loose	  coupling.	  	  	  3.	  What	  is	  the	  reasoning	  behind	  the	  publications’	  web	  features?	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-­‐	  This	  is	  a	  more	  general	  question	  explaining	  why	  the	  newspapers	  have	  established	  their	  particular	  online	  features,	  but	  it	  will	  also	  get	  at	  the	  idea	  of	  isomorphism	  and	  whether	  the	  features	  are	  modeled	  after	  what	  other	  newspapers	  have.	  	  	  4.	  How	  do	  the	  editors	  view	  the	  legitimacy	  of	  their	  publications	  within	  the	  community?	  -­‐	  Legitimacy	  is	  a	  factor	  in	  New	  Institutionalism.	  This	  question	  will	  get	  at	  how	  these	  editors	  are	  serving	  their	  audiences	  now	  that	  they’re	  shifting	  away	  from	  their	  traditional	  medium	  of	  print.	  	  	  	  
Methods	  	   The	  newspapers	  selected	  are	  either	  dailies	  or	  weeklies	  with	  a	  circulation	  under	  25,000.	  I	  conducted	  in-­‐depth,	  semi-­‐structured	  interviews	  with	  editors	  at	  these	  publications.	  I	  selecting	  editors	  because	  of	  their	  overarching	  knowledge	  and	  influence	  in	  how	  the	  newsroom	  is	  structured,	  the	  daily	  news	  operations	  and	  their	  ability	  to	  set	  and	  achieve	  goals	  for	  online	  news	  presence	  and	  coverage.	  Their	  exact	  title	  differed	  (managing	  editor,	  news	  editor,	  publisher,	  editor-­‐in-­‐chief,	  etc.)	  depending	  on	  the	  publication.	  In	  all	  cases,	  they	  were	  in	  management	  positions	  and	  oversaw	  the	  digital	  operations	  of	  the	  newsroom.	  	  	  	   The	  study	  used	  a	  purposive	  sampling	  technique	  to	  identify	  interviewees.	  This	  type	  of	  sampling	  is	  done	  when	  individuals	  are	  sought	  out	  based	  on	  where	  “the	  processes	  being	  studied	  are	  most	  likely	  to	  occur”	  (Denzin	  and	  Lincoln,	  1994).	  Source	  selection	  was	  based	  on	  acclaim	  within	  the	  newspaper	  industry.	  It	  was	  gauged	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through	  state	  or	  national	  awards,	  trade	  publication	  analysis	  (“10	  Who	  Do	  It	  Right”	  from	  Editor	  &	  Publisher)	  and	  industry	  analyst	  perception	  (In	  this	  study,	  I	  received	  suggestions	  of	  sources	  from	  representatives	  at	  the	  Reynolds	  Journalism	  Institute	  at	  the	  University	  of	  Missouri).	  The	  study	  used	  a	  snowball	  technique,	  asking	  sources	  for	  similar-­‐sized	  publications	  that	  they	  admire	  or	  look	  to	  for	  ideas.	  	  	  	   Interviewees:	  	  	  	  
• Sallie	  See,	  editor	  Hampshire	  Review	  in	  Romney,	  West	  Virginia	  (weekly,	  7,000	  circulation)	  
• Jeff	  McNiell,	  editor	  Houston	  Herald	  in	  Houston,	  Missouri	  (weekly,	  6,500	  circulation)	  
• Jason	  Jump,	  editor	  and	  publisher	  Kingman	  County	  News	  in	  Kingman,	  Kansas	  (weekly,	  8,000	  circulation)	  
• Brent	  Schacherer,	  publisher	  of	  Crow	  River	  Media	  in	  Hutchinson,	  Minnesota	  (twice-­‐weekly	  Hutchinson	  Leader,	  circulation	  4,341;	  weekly	  Independent	  Review,	  circulation	  3,452)	  
• Eric	  Eckert,	  digital	  director	  York	  News	  Times	  in	  York,	  Nebraska	  (five	  day	  per	  week,	  4,350	  circulation)	  
• Chris	  Rhoades,	  associate	  publisher	  of	  Enterprise	  Publishing	  in	  Blair,	  Nebraska	  (oversees	  operations	  of	  five	  twice-­‐weekly	  or	  weekly	  publications,	  circulation	  ranging	  500-­‐3,657)	  	  	  	  
• Kent	  Warneke,	  editor	  of	  Norfolk	  Daily	  News	  in	  Norfolk,	  Nebraska	  (six	  day	  per	  week,	  circulation	  15,500)	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• Jim	  Robertson,	  managing	  editor	  of	  Columbia	  Daily	  Tribune	  in	  Columbia,	  Missouri	  (daily,	  circulation	  19,000)	  
• Scott	  Angus,	  editor	  of	  Janesville	  Gazette	  in	  Janesville,	  Wisconsin	  (daily,	  circulation	  21,000)	  
• Lisa	  Schlichtman,	  editor	  of	  Steamboat	  Pilot	  &	  Today	  in	  Steamboat	  Springs,	  Colorado	  (daily,	  circulation	  10,500)	  
• Kelly	  Wilson,	  interactive	  managing	  editor	  Quincy	  Herald	  Whig	  in	  Quincy,	  Illinois	  (daily,	  circulation	  19,600)	  
• Bill	  Horton,	  publisher	  of	  Sanford	  Herald	  in	  Sanford,	  North	  Carolina	  (daily,	  10,000	  circulation)	  	   	  	   After	  newspapers	  were	  identified,	  emails	  (see	  Appendix	  A)	  were	  sent	  to	  editors	  at	  first	  seeking	  participation	  in	  the	  study.	  (Follow	  up	  emails	  were	  sent	  a	  week	  later	  if	  no	  response	  to	  the	  first.)	  All	  interviews	  were	  on-­‐the-­‐record.	  (If	  anonymity	  were	  granted,	  the	  study	  would	  have	  run	  the	  risk	  of	  leaving	  out	  key	  details	  of	  the	  publications	  to	  maintain	  their	  anonymity.	  The	  potential	  drawback	  was	  that	  interviewees	  may	  not	  be	  as	  forthcoming	  if	  they	  were	  granted	  anonymity.	  But	  this	  tradeoff	  is	  necessary.	  Leaving	  out	  the	  details	  of	  their	  web	  presence	  will	  prohibit	  a	  deeper	  understanding	  of	  what	  is	  being	  done	  online	  and	  why.	  It	  also	  may	  be	  difficult	  to	  mask	  news	  organizations	  if	  their	  web	  presence	  has	  unique	  features.)	  Before	  the	  interviews	  started,	  the	  researcher	  read	  a	  consent	  statement	  that	  the	  participant	  agreed	  to	  before	  the	  interview	  began	  (Appendix	  C.)	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   Interviews	  were	  done	  over	  the	  phone	  (except	  for	  the	  Columbia	  Daily	  Tribune,	  which	  was	  done	  in	  person).	  Interviews	  were	  recorded,	  and	  the	  researcher	  also	  took	  notes.	  Full	  interviews	  were	  transcribed	  following	  the	  conversation.	  This	  technique	  helped	  in	  heightening	  the	  reliability	  of	  the	  study	  (Silverman,	  2000).	  The	  researcher	  had	  a	  list	  of	  questions	  based	  around	  RQs	  (see	  Appendix	  B).	  However,	  the	  interview	  was	  semi-­‐structured	  to	  allow	  the	  interviewer	  to	  pursue	  alternate	  lines	  of	  questioning	  based	  on	  new	  ideas	  that	  are	  uncovered	  during	  the	  interview	  (Silverman,	  2000).	   	  	   Before	  the	  actual	  interviews,	  newspapers	  were	  examined	  based	  on	  their	  practices.	  Their	  web	  presence	  was	  documented	  in	  four	  categories:	  Website	  updates,	  multimedia,	  social	  media	  and	  interactivity.	  The	  information	  from	  the	  observation	  was	  used	  as	  the	  basis	  for	  questions	  during	  the	  interviews.	  The	  categories	  were	  established	  based	  on	  previous	  research	  documenting	  how	  small	  newspapers	  have	  struggled	  online	  (Greer	  &	  Yan,	  2001;	  Adams,	  2007;	  Karlis,	  Mitchel	  &	  Collins,	  2012;	  Xu,	  2014;	  et.	  al).	  The	  categories	  helped	  explain	  to	  the	  researcher	  how	  each	  newspaper	  excels	  online.	  The	  researcher	  documented	  the	  online	  presence	  in	  each	  category	  through	  first-­‐hand	  observation.	  Screenshots	  will	  be	  taken	  to	  back	  up	  the	  observations.	  For	  example,	  if	  a	  website	  updates	  its	  homepage	  with	  local	  content	  multiple	  times	  a	  day,	  screenshots	  will	  be	  taken	  at	  various	  points	  during	  the	  day	  to	  show	  the	  changes.	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Categories	  
	   Website	  updates:	  Xu	  (2014)	  documented	  that	  small	  newspapers	  tend	  to	  struggle	  when	  it	  comes	  to	  updating	  websites	  with	  content	  at	  a	  rate	  more	  than	  the	  print	  schedule.	  	  	   Multimedia:	  Price	  and	  Brown	  (2010)	  in	  their	  interviews	  with	  rural	  media	  managers,	  note	  that	  multimedia	  elements	  are	  difficult	  to	  produce,	  given	  the	  amount	  of	  time	  it	  takes	  staff	  to	  produce	  such	  pieces.	  	  The	  researcher	  will	  note	  whether	  the	  website	  features	  locally	  produced	  videos,	  photo	  slideshows,	  audio	  slideshows,	  live	  steams	  or	  audio	  broadcasts.	  	  	   Social	  media:	  Greer	  and	  Yan	  (2010)	  noted	  how	  small	  newspapers	  struggle	  to	  maintain	  social	  media	  feeds.	  Boyle,	  and	  Zuegner	  (2012)	  observe	  that	  newspapers	  struggle	  to	  have	  social	  media	  that	  are	  more	  than	  just	  automated	  feeds	  of	  headlines	  with	  links.	  The	  researcher	  will	  note	  if	  the	  newspapers	  have	  social	  media	  feeds	  (Facebook	  and/or	  Twitter)	  and	  whether	  they	  are	  more	  than	  a	  regurgitation	  of	  stories.	  	  	   Interactive	  features:	  The	  researcher	  will	  note	  interactive	  website	  features,	  such	  as	  comment	  sections,	  discussion	  forums	  or	  reader-­‐submitted	  photos/stories	  sections.	  Research	  (Chung	  &	  Nah,	  2009;	  Barnhurst,	  2010;	  Hansen,	  2007)	  has	  shown	  that	  small	  newspapers	  tend	  to	  lack	  these	  types	  of	  interactive	  features	  despite	  reader	  interest.	  In	  some	  cases,	  websites	  have	  these	  features,	  but	  they	  aren’t	  monitored,	  causing	  readers	  to	  lose	  interest	  in	  using	  them.	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Data	  Analysis	  	   The	  constant	  comparative	  method	  was	  used	  to	  analyze	  the	  data.	  This	  also	  helped	  in	  heightening	  the	  validity	  of	  the	  study	  (Silverman,	  2000).	  The	  transcribed	  interviews	  will	  be	  divided	  and	  coded	  into	  different	  sections	  based	  around	  the	  research	  questions.	  This	  will	  allow	  the	  researcher	  to	  easily	  compare	  the	  answers	  and	  attempt	  to	  find	  patterns.	  For	  example,	  information	  about	  loose-­‐coupling/tight-­‐coupling	  was	  pulled	  from	  each	  interview	  and	  organized	  alongside	  each	  other	  in	  an	  attempt	  to	  find	  patterns	  (Lowrey	  &	  Woo,	  2010).	  	  	   The	  system	  of	  categories	  also	  allowed	  for	  some	  additional	  insight.	  For	  example,	  newspapers	  that	  excel	  in	  multiple	  categories	  were	  compared.	  If	  multiple	  newspapers	  excelled	  in	  all	  four	  categories,	  the	  responses	  from	  the	  editors	  at	  each	  of	  the	  newspapers	  were	  compared	  to	  find	  any	  patterns.	  	  	   Interviews	  continued	  until	  the	  researcher	  feels	  no	  more	  can	  be	  gained	  from	  additional	  interviews.	  In	  qualitative	  sampling,	  researchers	  often	  have	  to	  use	  their	  own	  judgment	  when	  it	  comes	  to	  a	  saturation	  point	  (Silverman,	  2010).	  In	  this	  study,	  the	  researcher	  started	  to	  see	  patterns	  emerge	  after	  eight	  interviews	  and	  concluded	  the	  study	  after	  12	  interviews	  after	  finding	  responses	  continued	  to	  follow	  those	  same	  patterns.	  	   Although	  this	  is	  just	  a	  small	  sample	  of	  forward-­‐leading	  small	  news	  organizations,	  the	  research	  should	  be	  valuable	  to	  the	  industry	  at	  large	  in	  detailing	  what	  these	  newspapers	  are	  doing	  online	  and	  how	  they	  are	  doing	  it.	  	  	  	   The	  study	  is	  not	  attempting	  to	  describe	  or	  define	  an	  entire	  population	  of	  small	  newspapers	  and	  what	  their	  presence	  is	  like	  online.	  Therefore,	  this	  study	  is	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limited	  as	  to	  how	  its	  information	  can	  be	  generalized	  to	  a	  broader	  population.	  However,	  this	  study	  gained	  insight	  into	  several	  individual	  cases	  of	  smaller	  newspapers	  that	  have	  found	  success	  online.	  Some	  of	  the	  information	  gathered	  might	  be	  useful	  to	  similar	  publications	  that	  are	  attempting	  to	  establish	  a	  web	  presence.	  It	  will	  also	  provide	  more	  insight	  into	  how	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  can	  be	  applied	  to	  the	  newspaper	  industry,	  giving	  valuable	  input	  into	  an	  area	  that	  hasn’t	  been	  frequently	  researched.	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Chapter	  Four:	  Findings	  	  	  	  	   The	  findings	  section	  is	  broken	  into	  four	  sub-­‐sections.	  The	  first	  section	  analyses	  the	  newspaper’s	  online	  features	  based	  on	  four	  categories:	  Multimedia,	  interactive	  features,	  social	  media	  and	  website	  updates.	  The	  second	  section	  further	  explains	  the	  newsroom	  structure	  that	  allows	  these	  newspapers	  to	  produce	  their	  online	  features.	  The	  third	  section	  examines	  how	  editors	  receive	  feedback	  from	  their	  audience	  and	  interact	  with	  other	  departments	  within	  the	  publication.	  And,	  lastly,	  the	  fourth	  section	  explores	  how	  these	  editors	  view	  their	  role	  in	  the	  community	  and	  how	  that	  has	  affected	  their	  legitimacy.	  	  	   Overall,	  the	  findings	  set	  out	  to	  show	  what	  these	  newspapers	  are	  doing	  to	  innovate	  online	  and	  how	  they	  are	  able	  to	  do	  it.	  	  	  
Web	  Features	  	   Based	  on	  groundwork	  from	  previous	  literature,	  the	  study	  segmented	  the	  newspapers’	  web	  features	  into	  the	  four	  categories	  of	  multimedia,	  interactive	  features,	  social	  media	  and	  website	  updates.	  The	  study	  then	  extrapolates	  on	  several	  other	  online	  features	  that	  don’t	  fit	  into	  these	  categories	  but	  are	  unique	  and	  innovative	  concepts.	  	  	  	  
	   Multimedia.	  All	  of	  the	  newspapers	  featured	  multimedia	  of	  some	  form	  or	  another	  on	  their	  websites.	  The	  vast	  majority	  of	  the	  websites	  featured	  videos	  and/or	  photo	  galleries.	  The	  quality	  of	  the	  video	  ranged	  from	  edited	  two	  to	  three	  minute	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pieces	  to	  raw	  video	  to	  daily	  TV	  news-­‐style	  wrap-­‐ups	  of	  the	  day’s	  events.	  Several	  newspapers	  have	  also	  found	  success	  with	  live	  streaming	  video	  of	  community	  events.	  Editors	  said	  they	  often	  used	  multimedia	  as	  a	  means	  to	  tie	  together	  the	  print	  and	  online	  sections,	  producing	  packages	  that	  include	  stories,	  photos	  in	  print	  and	  a	  video	  or	  photo	  gallery	  online.	  They	  say	  that	  technological	  advances	  have	  made	  producing	  multimedia	  easier.	  However,	  they	  noted	  that	  it	  is	  still	  time	  consuming,	  and	  editors	  were	  divided	  on	  whether	  it	  was	  truly	  worth	  it.	  	  	  	   Most	  of	  the	  editors	  had	  made	  a	  point	  to	  produce	  some	  type	  of	  video	  content.	  The	  benefit	  of	  video,	  editors	  said,	  was	  the	  added	  dimension	  it	  gives	  to	  their	  coverage.	  “Video	  tells	  a	  story	  in	  a	  way	  that	  you	  can’t	  with	  just	  words,”	  said	  Brent	  Schacherer,	  publisher	  Crow	  River	  Media.	  Editors	  reported	  finding	  the	  most	  success	  with	  sports	  or	  feature	  content	  on	  video	  –	  stories	  that	  naturally	  play	  into	  a	  visual	  medium.	  Most	  newspapers	  used	  them	  in	  conjunction	  with	  something	  in	  print,	  a	  way	  to	  further	  illustrate	  a	  story	  through	  images.	  For	  example,	  the	  Quincy	  Whig	  Herald	  in	  late	  May	  2015	  ran	  a	  multimedia	  package	  about	  the	  county	  jail,	  which	  officials	  said	  was	  in	  dire	  need	  of	  upgrades,	  and	  took	  readers	  on	  a	  behind-­‐the-­‐scenes	  tour	  through	  both	  video	  and	  photo.	  “That	  story	  is	  an	  important	  issue	  in	  our	  community,	  so	  it	  makes	  sense	  to	  do	  something	  more	  with	  it.	  Our	  photo	  editor	  got	  access	  inside	  the	  jail.	  It’s	  a	  visual	  story,	  so	  the	  best	  idea	  to	  tell	  it	  visually,”	  said	  Quincy	  Whig	  Herald	  interactive	  managing	  editor	  Kelly	  Wilson.	  A	  few	  newspapers	  used	  video	  as	  online-­‐only	  feature,	  such	  as	  The	  York	  News	  Times’	  “Teacher	  Feature,”	  an	  interview	  series	  with	  local	  teachers.	  “We	  ask	  teachers	  the	  same	  set	  of	  questions	  each	  time.	  That’s	  easy	  to	  do;	  it’s	  templated;	  it	  can	  be	  edited	  and	  put	  on	  the	  site	  quick	  and	  it’s	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something	  people	  expect	  and	  come	  check	  for,”	  said	  Eric	  Eckert,	  York	  News	  Times	  digital	  director.	  	   Almost	  all	  news	  sites	  featured	  photo	  galleries.	  Editors	  largely	  found	  it	  easy	  for	  photographers	  to	  simply	  upload	  most	  of	  their	  photos	  that	  didn’t	  make	  it	  to	  print	  to	  an	  online	  gallery.	  “We	  also	  started	  pushing	  the	  sports	  guys	  to	  shoot	  not	  just	  of	  the	  game	  but	  fans,	  cheerleaders,	  the	  band,”	  said	  Eric	  Eckert.	  Chris	  Rhoades,	  Enterprise	  Publishing	  associate	  publisher,	  said	  his	  newspaper	  frequently	  runs	  photos	  in	  print	  then	  put	  in	  a	  box	  referring	  readers	  to	  print	  to	  see	  more.	  “The	  videos	  are	  really	  popular.	  What	  is	  even	  more	  popular	  are	  photo	  galleries.	  If	  there’s	  an	  event,	  we’ll	  post	  maybe	  50	  photos	  in	  a	  gallery	  because	  people	  want	  to	  see	  themselves	  or	  their	  friends,”	  he	  said.	  	  	   Several	  newspapers	  started	  live	  streaming	  video	  on	  their	  website,	  broadcasting	  high	  school	  athletic	  events,	  parades	  or	  city	  council	  meetings.	  Websites	  that	  did	  featured	  an	  archive	  so	  readers	  can	  refer	  to	  in	  case	  they	  miss	  the	  event.	  The	  Houston	  Herald	  got	  into	  live	  streaming	  after	  a	  salesman	  from	  City	  Link	  TV	  pitched	  them	  on	  the	  technology.	  Since,	  they’ve	  live-­‐streamed	  school	  events,	  parades	  and	  sports.	  Their	  first	  event,	  a	  high	  school	  football	  game,	  got	  1,000	  viewers	  and	  editor	  Jeff	  McNiell	  said	  they’ve	  been	  getting	  similar	  results	  since.	  He	  said	  the	  feature	  has	  proven	  popular	  to	  the	  point	  that	  readers	  will	  request	  the	  newspaper	  live	  streams	  events.	  Earlier	  in	  2015,	  the	  local	  high	  school	  held	  its	  annual	  Hoop	  Queen	  ceremony	  and	  one	  of	  the	  fathers	  of	  the	  girls	  was	  stuck	  in	  the	  hospital	  after	  back	  surgery.	  The	  idea	  to	  live	  stream	  the	  event	  came	  from	  his	  request.	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(Live	  streaming)	  seems	  to	  have	  connected	  with	  our	  community	  the	  most.	  In	  a	  small	  community,	  a	  lot	  of	  people	  want	  to	  stay	  connected	  even	  if	  you’re	  1,000	  of	  miles	  away.	  …	  We	  have	  advertisers	  and	  make	  a	  little	  money	  off	  it,	  but	  largely	  it’s	  a	  benefit	  for	  our	  community.	  	  Kingman	  County	  News	  editor	  Jason	  Jump	  started	  live	  streaming	  events	  when	  he	  ran	  a	  high	  school	  sports	  website	  in	  Texas.	  He	  brought	  the	  idea	  to	  the	  Kingman	  County	  News.	  The	  results	  are	  mixed,	  he	  said.	  A	  few	  streams	  have	  gotten	  less	  than	  10	  views	  and	  the	  successful	  ones	  only	  get	  up	  to	  50.	  But	  he	  notes	  the	  results	  can	  be	  deceiving;	  for	  example,	  he	  heard	  that	  the	  entire	  high	  school	  volleyball	  team	  watched	  a	  football	  game	  off	  the	  live-­‐stream	  on	  one	  laptop.	  He	  continues	  because	  he	  too	  gets	  requests	  to	  live	  stream	  events	  from	  people	  in	  the	  community	  and	  because,	  basically,	  if	  he	  doesn’t	  do	  it,	  people	  may	  not	  get	  to	  see	  certain	  events.	  TV	  stations	  don’t	  regularly	  cover	  Kingman	  County.	  The	  videos	  are	  providing	  a	  service	  that	  no	  one	  else	  can	  at	  this	  point,	  he	  said.	  	  	   A	  couple	  newspapers	  feature	  local	  video	  produced	  by	  an	  outside	  entity.	  The	  company	  that	  owns	  the	  Steamboat	  Pilot	  &	  Today	  also	  owns	  a	  small	  TV	  station,	  where	  reporters	  produce	  a	  short	  newscast	  each	  day.	  “It’s	  not	  the	  most	  professional	  thing.	  But	  we’re	  trying	  to	  see	  how	  it	  works,”	  Lisa	  Schlichtman	  said.	  Janesville	  Gazette	  editor	  Scott	  Angus	  runs	  news	  clips	  from	  a	  Madison	  TV	  station	  on	  the	  site.	  The	  station	  maintains	  a	  bureau	  at	  the	  Gazette’s	  office	  (which	  is	  about	  40	  miles	  away	  from	  Madison).	  In	  exchange,	  the	  Gazette	  gets	  to	  post	  clips	  of	  their	  broadcasts.	  “We	  don’t	  see	  the	  harm,”	  he	  said,	  “We	  don’t	  think	  we	  lose	  a	  lot	  of	  readers	  to	  Madison	  TV.	  And,	  in	  return,	  we	  get	  some	  of	  their	  stuff.”	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   Most	  newsrooms	  that	  did	  encourage	  video	  or	  multimedia	  features	  put	  the	  responsibilities	  on	  reporters	  to	  photographers	  to	  produce	  the	  content.	  Rhoades	  said	  reporters	  have	  a	  set	  number	  of	  videos	  they’re	  supposed	  to	  produce	  each	  month.	  But	  most	  said	  they	  didn’t	  have	  a	  certain	  quota	  of	  videos.	  Rather,	  they	  do	  it	  when	  possible	  and	  beneficial.	  No	  editor	  reported	  a	  position	  dedicated	  solely	  to	  producing	  multimedia	  content.	  Editors	  said	  that	  technological	  advances	  have	  made	  it	  easier	  to	  produce	  such	  content.	  They	  noted	  that	  smart	  phones	  are	  now	  capturing	  video	  with	  high	  enough	  quality	  to	  run	  online,	  and	  some	  apps,	  such	  as	  Videolicious,	  make	  it	  easy	  to	  edit.	  Brent	  Schacherer	  said	  his	  newsroom	  uses	  Tout,	  which	  allows	  reporters	  to	  post	  directly	  to	  the	  site	  from	  their	  smart	  phones.	  “We	  do	  have	  some	  point	  and	  shoot	  video	  cameras	  that	  can	  be	  used.	  We’ve	  always	  been	  able	  to	  do	  video	  but	  before	  it	  was	  time	  consuming	  to	  get	  it	  online,”	  he	  said.	  	   In	  some	  cases,	  editors	  expressed	  a	  desire	  to	  produce	  more	  video,	  but	  just	  didn’t	  have	  the	  right	  staffing	  to	  do	  so.	  Both	  the	  Hampshire	  Review	  and	  Sanford	  Herald	  used	  to	  do	  more	  video,	  but	  due	  to	  staff	  turn	  over,	  no	  longer	  do	  much.	  The	  Herald	  used	  to	  have	  a	  photographer	  who	  produced	  award-­‐winning	  work,	  but	  once	  she	  left,	  they	  weren’t	  able	  to	  hire	  anyone	  with	  a	  similar	  skill	  set.	  Publisher	  Bill	  Horton	  said	  he	  has	  just	  hired	  a	  new	  photographer	  who	  does	  have	  video	  experience,	  and	  news	  reporters	  are	  planning	  on	  taking	  a	  video	  production	  webinar	  soon	  through	  the	  state	  press	  association.	  The	  Review	  faced	  staff	  cuts	  during	  the	  recession	  and	  stopped	  their	  video	  production.	  But	  as	  their	  budget	  stabilizes,	  editor	  Sallie	  See	  is	  looking	  to	  start	  more	  video.	  Until	  then,	  she	  feels	  they’re	  lacking	  a	  way	  to	  enhance	  their	  product.	  “It	  gives	  us	  an	  opportunity	  to	  further	  illustrate	  what’s	  going	  on.	  We	  do	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a	  lot	  of	  feel	  good	  stories.	  We	  did	  a	  story	  about	  figure	  skater	  and	  had	  a	  big	  feature.	  A	  video	  would	  have	  really	  enhanced	  that,”	  she	  said.	  	  	   Some	  editors	  did	  say	  they	  felt	  conflicted	  about	  their	  use	  of	  video	  due	  to	  the	  amount	  of	  time	  it	  takes	  to	  produce	  it.	  The	  Janesville	  Gazette	  produces	  some	  video,	  but	  editor	  Scott	  Angus	  is	  reluctant	  to	  devote	  more	  resources	  to	  it.	  	  The	  challenge	  is	  making	  money	  with	  video.	  We’re	  not	  doing	  that.	  We’d	  like	  videos	  with	  advertising.	  But	  we	  haven’t	  done	  a	  good	  job	  with	  that.	  We	  understand	  the	  need	  for	  video.	  We’re	  not	  going	  to	  throw	  a	  bunch	  of	  expense	  and	  resources	  at	  it	  until	  we	  understand	  how	  to	  make	  money	  with	  it.	  	  The	  Norfolk	  Daily	  News	  site	  features	  some	  raw	  video	  on	  its	  site,	  but	  the	  editors	  haven’t	  taken	  the	  time	  to	  do	  much	  to	  make	  it	  a	  more	  elaborate.	  “We	  found	  we	  just	  don’t	  have	  the	  time	  or	  expertise	  to	  spent	  a	  lot	  of	  resources	  on	  video	  reports	  or	  things	  like	  that,”	  said	  editor	  Kent	  Warneke.	  The	  Columbia	  Daily	  Tribune	  is	  in	  a	  similar	  situation.	  The	  only	  real	  consistent	  video	  the	  staff	  has	  produced	  comes	  in	  the	  form	  of	  sports	  video	  blogs,	  where	  reporters	  discuss	  their	  beats	  on	  camera	  in	  a	  round-­‐table	  format.	  Editor	  Jim	  Robertson	  said	  producing	  more	  elaborate	  video	  just	  isn’t	  worth	  the	  time.	  “Personally	  I	  think	  it	  takes	  much	  more	  resources	  than	  returns.	  I	  just	  don’t	  think	  newspaper	  readers	  are	  going	  to	  our	  website	  for	  video.	  What	  do	  we	  want	  to	  do	  with	  our	  scarce	  resources?	  I’d	  rather	  put	  it	  in	  reporting	  and	  photography,”	  he	  said.	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   Website	  updates.	  All	  of	  the	  editors	  reported	  posting	  news	  at	  a	  pace	  more	  frequent	  than	  their	  publishing	  cycle.	  Most	  of	  what	  goes	  online	  also	  appears	  in	  print,	  although	  some	  editors	  reported	  delaying	  putting	  content	  online	  in	  an	  effort	  to	  get	  people	  to	  buy	  the	  print	  paper.	  	  	   Weeklies	  in	  particular	  noted	  how	  the	  website	  has	  made	  them	  able	  to	  compete	  with	  daily	  newspapers	  in	  their	  coverage	  area.	  The	  Hampshire	  Review	  puts	  everything	  online,	  frequently	  updating	  throughout	  the	  week	  with	  breaking	  news.	  “Our	  website	  is	  our	  daily	  newspaper.	  We	  can	  beat	  the	  dailies,”	  said	  editor	  Sallie	  See.	  The	  Houston	  Herald	  on	  occasion	  waits	  to	  publish	  online	  features	  or	  stories	  that	  aren’t	  time	  sensitive,	  but	  otherwise	  puts	  news	  online	  as	  soon	  as	  possible.	  “A	  website	  and	  social	  media	  -­‐-­‐	  that’s	  a	  game	  changer	  from	  a	  weekly	  newspaper.	  We	  go	  from	  reporting	  things	  once	  a	  week	  to	  reporting	  things	  minute	  by	  minute,”	  said	  Jeff	  McNiell.	  The	  Kingman	  County	  News	  posts	  less	  often	  than	  the	  other	  two	  but	  has	  plans	  to	  do	  more	  by	  uploading	  more	  photo,	  society	  news	  and	  wire	  content.	  “The	  goal	  is	  to	  have	  something	  at	  least	  every	  other	  day	  if	  not	  every	  day.	  We	  plan	  to	  do	  it	  as	  often	  as	  we	  can,”	  said	  Jason	  Jump.	  	  	  	   Dailies	  also	  reported	  a	  similar	  strategy,	  posting	  breaking	  news	  immediately	  and	  waiting	  to	  post	  less	  time	  sensitive	  features.	  Some	  editors	  said	  they	  make	  a	  concerted	  effort	  to	  put	  new	  content	  on	  the	  site	  throughout	  the	  day.	  The	  idea	  is	  to	  train	  readers	  to	  know	  that	  if	  they	  check	  back	  in	  later	  in	  the	  day,	  there	  could	  be	  fresh	  content.	  “I	  want	  something	  fresh	  as	  often	  as	  possible.	  We	  try	  to	  push	  out	  our	  stories	  throughout	  the	  day,	  and	  we	  do	  frequent	  updates,”	  said	  Lisa	  Schlichtman,	  editor	  of	  the	  Steamboat	  Pilot	  &	  Today.	  The	  Quincy	  Herald	  Whig	  will	  occasionally	  do	  fast-­‐
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breaking	  stories	  in	  a	  blog	  format,	  setting	  up	  a	  story	  and	  updating	  it	  with	  just	  a	  few	  sentences	  or	  paragraphs	  until	  a	  full	  story	  can	  be	  written	  and	  posted	  online	  in	  its	  place.	  Sometimes,	  interactive	  managing	  editor	  Kelly	  Wilson	  will	  embed	  a	  Twitter	  feed	  with	  a	  story	  if	  a	  reporter	  is	  live	  tweeting	  an	  event.	  “It	  doesn’t	  matter	  what	  our	  print	  cycle	  is.	  We	  want	  to	  let	  people	  know	  about	  things	  as	  soon	  as	  they	  happen,”	  she	  said.	  	  The	  Columbia	  Daily	  Tribune	  has	  a	  more	  conservative	  philosophy	  and	  only	  posts	  stories	  online	  before	  being	  published	  that	  are	  breaking	  news	  or	  stories	  that	  most	  other	  outlets	  in	  its	  journalist-­‐saturated	  city	  might	  have.	  The	  philosophy	  is	  actually	  a	  reversal	  from	  a	  change	  the	  newsroom	  made	  over	  a	  year	  ago.	  The	  Tribune	  had	  changed	  its	  content	  management	  system	  to	  allow	  editors	  to	  quickly	  post	  a	  story	  online	  once	  it	  was	  edited.	  	  “We	  were	  truly	  digital	  first,”	  said	  managing	  editor	  Jim	  Robertson.	  “Then	  we	  started	  seeing	  versions	  of	  our	  story	  appear	  on	  TV	  or	  radio.	  Is	  that	  really	  smart	  to	  have	  our	  exclusive	  stories	  online	  before	  print?”	  So,	  the	  Tribune	  changed	  its	  policy	  again	  to	  post	  certain	  stories	  online	  only	  after	  they’ve	  appeared	  in	  print.	  	  	  
	   Interactive.	  Websites	  have	  given	  editors	  the	  ability	  not	  only	  to	  post	  news	  and	  multimedia	  content	  but	  also	  the	  opportunity	  to	  interact	  with	  readers.	  Small	  newspapers	  have	  established	  comment	  systems,	  live	  chats	  and	  other	  means	  that	  promote	  interactivity	  with	  readers.	  But	  editors	  report	  most	  of	  them	  are	  coming	  with	  varied	  success.	  	  	   Some	  of	  the	  websites	  featured	  links	  to	  places	  where	  readers	  can	  submit	  columns,	  press	  releases	  or	  photos.	  However,	  only	  a	  few	  reported	  getting	  much	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worthwhile	  content	  from	  readers.	  The	  Steamboat	  Pilot	  &	  Today	  gets	  about	  10	  to	  15	  photos	  a	  day	  from	  readers.	  They’ll	  take	  those	  and	  put	  some	  in	  the	  Sunday	  paper	  and	  others	  online	  or	  on	  social	  media.	  “To	  (the	  readers),	  it	  gives	  their	  photo	  credibility.	  With	  my	  staff	  I	  tell	  them	  it’s	  great	  to	  find	  a	  way	  to	  say	  yes,	  whether	  it’s	  a	  photo,	  a	  letter,	  a	  poem.	  We	  always	  try	  to	  find	  a	  place.	  I	  feel	  like	  people	  feel	  we’re	  accessible,”	  she	  said.	  The	  idea	  is	  that	  the	  newspaper	  is	  open	  to	  interacting	  with	  its	  readers.	  Kelly	  Wilson	  of	  the	  Quincy	  Herald	  Whig	  routinely	  goes	  on	  social	  media	  to	  request	  photos,	  especially	  if	  a	  major	  storm	  or	  something	  like	  that	  has	  happened.	  Sometimes	  she	  doesn’t	  get	  much	  in	  return,	  but	  she	  says	  making	  that	  effort	  is	  at	  least	  letting	  their	  readers	  know	  that	  they’re	  accessible.	  The	  Quincy	  Herald	  Whig	  has	  found	  more	  success	  in	  its	  “Answers”	  blog.	  Readers	  submit	  questions	  about	  the	  community	  that	  touch	  on	  a	  range	  of	  subjects	  to	  new	  construction	  to	  history.	  The	  paper’s	  news	  coordinator	  tries	  to	  answer	  the	  question	  on	  the	  blog	  as	  soon	  as	  possible.	  Typically,	  he’ll	  post	  2-­‐3	  answers	  each	  week.	  “It’s	  a	  good	  way	  to	  engage	  the	  community	  and	  get	  their	  voice	  in	  there,	  as	  well,”	  said	  interactive	  managing	  editor	  Kelly	  Wilson.	  The	  Norfolk	  Daily	  News	  features	  a	  special	  site	  just	  for	  school-­‐related	  content	  called	  The	  Panther	  Project	  (named	  after	  the	  school	  mascot.)	  Each	  school	  in	  the	  district	  has	  a	  page	  on	  the	  site	  where	  administrators	  or	  teachers	  can	  post	  photos,	  honor	  rolls	  or	  anything	  school-­‐related	  they’d	  like.	  The	  school	  district	  has	  its	  own	  website,	  but	  Daily	  News	  editors	  found	  out	  that	  it	  wasn’t	  getting	  much	  traffic.	  So,	  editor	  Kent	  Warneke	  approached	  the	  district	  with	  the	  idea	  for	  the	  project.	  The	  benefit	  for	  the	  school	  is	  that	  it	  gets	  more	  people	  viewing	  their	  school	  news.	  The	  benefit	  for	  the	  newspaper	  is	  that	  it	  gets	  traffic	  from	  parents	  and	  provides	  a	  low-­‐maintenance	  way	  to	  provide	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more	  coverage.	  “The	  schools	  are	  a	  big	  part	  of	  community	  coverage	  –	  (the	  Panther	  Project)	  strengthens	  the	  bond	  with	  the	  schools,”	  he	  said.	  	  The	  Houston	  Herald	  and	  Kingman	  County	  News	  also	  feature	  places	  online	  where	  readers	  can	  submit	  photos	  or	  other	  items	  but	  don’t	  get	  much	  outside	  of	  the	  routine	  press	  releases	  or	  wedding	  announcements	  that	  they’ve	  always	  gotten.	  In	  Kingman	  County,	  it’s	  a	  reflection	  of	  the	  community,	  which	  he	  says	  doesn’t	  even	  submit	  very	  many	  letters	  to	  the	  editor.	  “Our	  community	  is	  pretty	  apathetic,”	  editor	  Jason	  Jump	  said.	  	   Almost	  all	  of	  the	  editors	  reported	  having	  comment	  sections	  along	  with	  their	  news	  stories.	  And,	  almost	  all	  editors	  expressed	  issues	  with	  the	  nature	  of	  the	  discussion	  on	  their	  comments	  sections.	  Editors	  reported	  that	  someone	  or	  multiple	  people	  within	  the	  newsroom	  monitor	  the	  comments	  on	  a	  regular	  basis.	  The	  main	  problem:	  nastiness.	  “About	  seven	  years	  ago	  we	  began	  offering	  comments	  on	  our	  website,”	  said	  Scott	  Angus	  of	  the	  Janesville	  Gazette.	  “We	  thought	  it	  would	  be	  wonderful.	  It	  didn’t	  turn	  out	  as	  well	  as	  we	  hoped.	  A	  lot	  people	  just	  didn’t	  behave.	  It	  became	  ugly.”	  Editors	  reported	  banning	  some	  members	  or	  deleting	  some	  comments	  that	  go	  overboard.	  Even	  still,	  the	  results	  are	  varied.	  “I	  tend	  to	  let	  people	  within	  reason	  comment.	  I	  do	  have	  people	  in	  the	  community	  who	  tell	  me	  there’s	  no	  way	  they’ll	  comment	  because	  once	  they	  do	  they’ll	  get	  hammered.	  The	  problem	  is	  that	  we	  have	  five	  commentors	  who	  want	  to	  comment	  on	  everything,”	  said	  Lisa	  Schlichtman,	  editor	  Steamboat	  Pilot	  &	  Today.	  The	  York	  News	  Times	  requires	  commentors	  to	  sign	  up	  via	  Facebook	  to	  get	  rid	  of	  the	  anonymity	  that	  could	  promote	  negativity.	  “We	  found	  that	  we	  get	  a	  lot	  less	  of	  negative	  comments.	  We	  used	  to	  have	  more	  comments,	  but	  the	  quality	  is	  better	  now,”	  said	  Eric	  Eckhart.	  The	  Janesville	  Gazette	  found	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success	  when	  it	  went	  behind	  a	  paywall.	  Now,	  only	  subscribers	  can	  comment.	  But	  it’s	  come	  at	  a	  cost.	  “It	  made	  it	  a	  smaller	  conversation.	  We	  used	  to	  get	  dozens.	  Now	  we	  get	  six	  to	  eight.	  But	  it’s	  a	  better	  conversation,”	  said	  Scott	  Angus.	  	  	  	   A	  few	  newspapers	  had	  features	  online	  that	  promoted	  reporter	  interaction	  with	  readers.	  The	  Quincy	  Herald	  Whig	  has	  occasional	  live	  chats	  with	  reporters.	  For	  example,	  the	  sports	  staff	  will	  take	  questions	  Thursday	  during	  high	  school	  football	  season.	  One	  of	  the	  most	  popular	  came	  when	  the	  young	  woman	  representing	  Quincy	  won	  Miss	  Illinois	  and	  went	  to	  the	  Miss	  America	  pageant.	  “We	  didn’t	  know	  if	  people	  would	  be	  on	  their	  computers	  while	  watching	  TV,	  but	  we	  had	  a	  lot	  of	  people	  and	  continued	  that	  chat	  after	  the	  pageant	  was	  over,”	  said	  Kelly	  Wilson.	  Sports	  reporters	  at	  the	  Columbia	  Daily	  Tribune	  host	  live	  chats	  with	  readers	  about	  University	  of	  Missouri	  sports.	  Editor	  Jim	  Robertson	  said	  he’d	  like	  to	  start	  similar	  chats	  with	  news	  reporters.	  The	  Tribune	  also	  runs	  its	  “Trib	  Talk”	  column	  both	  online	  and	  in	  print.	  There,	  readers	  call	  in	  with	  observations,	  complaints	  or	  questions	  about	  the	  community.	  At	  times,	  Robertson	  responds	  to	  clarify	  certain	  points.	  It’s	  proven	  to	  be	  a	  popular	  feature	  with	  dozens	  of	  comments	  piling	  up	  on	  the	  website	  over	  certain	  topics.	  “What	  we	  want	  to	  be	  and	  what	  we	  are	  is	  a	  hub	  for	  communications	  on	  multiple	  platforms	  and	  in	  multiple	  ways,”	  he	  said.	  	  	  	  	   Social	  media.	  All	  newspapers	  surveyed	  had	  a	  presence	  on	  Facebook	  and	  Twitter.	  Out	  of	  all	  the	  categories,	  social	  media	  was	  the	  one	  where	  editors	  were	  in	  agreement	  about	  the	  benefits	  to	  draw	  readers	  to	  the	  website	  and	  interact	  with	  the	  community.	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   One	  of	  the	  great	  benefits	  of	  social	  media	  was	  the	  opportunity	  to	  expand	  audience	  and	  keep	  the	  newspaper	  in	  the	  forefront	  of	  the	  audiences’	  mind.	  Sallie	  See,	  editor	  of	  The	  Hampshire	  Review,	  often	  spends	  part	  of	  her	  evening	  interacting	  with	  readers	  on	  Facebook	  through	  her	  own	  personal	  feed	  and	  through	  the	  newspaper	  feed.	  It’s	  caught	  on	  because	  of	  the	  small-­‐town	  nature	  of	  the	  community,	  where	  everyone	  knows	  everyone	  else	  both	  in	  person	  and	  online,	  she	  said.	  “It	  gives	  us	  another	  way	  to	  communicate	  with	  our	  readers.	  We’re	  hyper	  local.	  It’s	  a	  way	  for	  us	  to	  let	  them	  know	  we’re	  here	  for	  you,”	  she	  said.	  Chris	  Rhoads	  of	  Enterprise	  Publishing	  views	  social	  media	  as	  a	  way	  to	  reach	  out	  to	  readers	  who	  wouldn’t	  normally	  pick	  up	  the	  newspaper.	  	  There	  are	  going	  to	  be	  people	  who	  just	  aren’t	  going	  to	  pick	  up	  a	  physical	  copy	  of	  anything.	  There’s	  a	  lot	  of	  people	  who	  want	  to	  catch	  up	  on	  news	  at	  work.	  Facebook	  is	  a	  tremendous	  way	  to	  sell	  yourself	  to	  people	  who	  don’t	  know	  what	  you	  can	  do.	  We	  can	  share	  stories	  and	  go	  viral.	  And	  people	  will	  say,	  ‘The	  Enterprise	  does	  good	  stuff.’	  Maybe	  they	  go	  get	  a	  subscription.	  	  	  Editors	  also	  noted	  that	  readers,	  in	  a	  general	  sense,	  are	  arriving	  at	  news	  sources	  through	  means	  other	  than	  coming	  to	  the	  homepage.	  “The	  idea	  of	  people	  coming	  to	  our	  website	  directly	  is	  a	  dying	  idea.	  We	  promote	  through	  Facebook	  and	  Twitter.	  We	  get	  a	  majority	  of	  our	  views	  coming	  from	  elsewhere	  (other	  than	  the	  homepage),”	  said	  Eric	  Eckert	  of	  the	  York	  News	  Times.	  Angus	  Scott	  of	  the	  Janesville	  Gazette	  said	  in	  part	  it’s	  a	  matter	  of	  staying	  relevant.	  His	  newspaper	  has	  to	  compete	  online	  because	  other	  newspapers	  are,	  too.	  “You	  have	  to	  be	  in	  that	  space	  because	  others	  are.	  There	  is	  a	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growing	  social	  media	  influence,”	  he	  said.	  The	  Columbia	  Daily	  Tribune	  echoed	  a	  similar	  sentiment.	  “I	  think	  it’s	  a	  branding	  opportunity.	  It	  helps	  with	  the	  recognition	  that	  the	  Tribune	  printed	  this	  or	  that,”	  Jim	  Robertson	  said.	  The	  Steamboat	  Pilot	  is	  in	  a	  tourist	  destination,	  and	  editor	  Lisa	  Schlichtman	  said	  social	  media	  can	  be	  a	  good	  way	  to	  put	  news	  in	  front	  of	  their	  out-­‐of-­‐town	  readers.	  	  Bill	  Horton	  of	  the	  Sanford	  Herald	  said	  Facebook	  can	  be	  a	  way	  of	  attracting	  non-­‐readers.	  Readers	  share	  and	  like	  news	  and	  it	  ends	  up	  in	  the	  feeds	  of	  their	  non-­‐subscriber	  friends.	  “Anyway	  we	  can	  create	  contact	  with	  nonreaders	  is	  valuable.	  We’re	  trying	  to	  reach	  out	  via	  social	  media	  to	  get	  people	  who	  aren’t	  readers	  and	  convert	  nonreaders	  to	  readers	  and	  non-­‐subscribers	  to	  subscribers,”	  he	  said.	  	  	   Twitter	  and	  Facebook	  were	  the	  two	  most	  widely	  used	  features,	  although	  several	  publications	  had	  tried	  Instagram.	  Photographers	  at	  the	  York	  News	  Times	  largely	  post	  high	  school	  sports	  photos	  to	  their	  Instagram	  feed.	  “We	  don’t	  get	  much	  referral,	  but	  it’s	  a	  way	  to	  put	  ourselves	  out	  there	  and	  reach	  a	  younger	  demographic.	  It’ll	  keep	  that	  York	  News	  Times	  name	  in	  their	  head,”	  said	  Eric	  Eckert.	  The	  Columbia	  Tribune	  tried	  Pinterest	  but	  didn’t	  get	  many	  followers;	  it	  also	  tried	  Instagram	  but	  it	  didn’t	  catch	  on,	  said	  Jim	  Robertson.	  The	  Hampshire	  Review	  had	  a	  larger	  presence	  on	  social	  media,	  but	  its	  production	  took	  a	  dip	  when	  its	  intern	  left	  last	  summer.	  “When	  she	  went	  back	  to	  school,	  we	  didn’t	  hit	  Twitter	  like	  we	  should,”	  she	  said.	  	   All	  editors	  stated	  a	  desire	  to	  use	  social	  media	  to	  drive	  readers	  back	  to	  the	  website.	  The	  Houston	  Herald	  has	  a	  process	  when	  breaking	  news	  happens.	  The	  story	  will	  go	  on	  the	  website	  and	  then	  will	  get	  posted	  via	  Hootsuite	  to	  Twitter	  and	  Facebook	  (and	  possibly	  they’ll	  send	  out	  a	  text	  alert	  if	  it’s	  big	  enough	  news.)	  Other	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newspapers	  report	  similar	  processes,	  where	  stories	  go	  online	  then	  onto	  social	  media	  shortly	  after.	  The	  Columbia	  Daily	  Tribune	  only	  posts	  to	  Facebook	  when	  it	  has	  a	  link	  back	  to	  the	  website.	  The	  Quincy	  Herald	  Whig	  tries	  to	  limit	  what	  they	  put	  on	  Facebook	  and	  how	  editors	  tease	  to	  it	  to	  make	  sure	  readers	  aren’t	  just	  getting	  their	  news	  on	  Facebook.	  “We	  have	  to	  be	  careful	  that	  people	  aren’t	  getting	  the	  full	  story	  on	  the	  Facebook	  post,	  and	  they’re	  not	  clicking	  on	  the	  story,”	  Kelly	  Wilson	  said.	  The	  newspaper	  has	  also	  refined	  what	  stories	  get	  posted	  on	  Facebook.	  	  We	  used	  to	  throw	  all	  of	  our	  stories	  out	  there.	  Now	  we	  look	  at	  which	  stories	  could	  be	  most	  engaging.	  Does	  this	  have	  a	  good	  photo	  to	  drive	  people	  back	  to	  the	  site?	  Police	  and	  court	  stories	  get	  people	  back	  to	  the	  site.	  	  	  	   Editors	  also	  reported	  that	  social	  media	  can	  be	  a	  means	  to	  strengthen	  a	  dialogue	  with	  readers.	  For	  example,	  the	  Quincy	  Herald	  Whig	  will	  post	  seeking	  sources	  for	  a	  story.	  The	  Hampshire	  Review	  will	  start	  conversations,	  such	  as	  asking	  how	  readers	  will	  spend	  the	  money	  they’re	  saving	  on	  gas	  when	  prices	  took	  a	  recent	  downturn.	  Jeff	  McNiell	  of	  The	  Houston	  Herald	  sees	  it	  as	  a	  vital	  way	  to	  connect	  with	  the	  community.	  “(Facebook)	  is	  more	  of	  a	  community	  connection	  thing	  than	  anything	  else.	  This	  is	  an	  important	  role	  that	  the	  newspaper	  plays	  in	  the	  community.	  It	  allows	  us	  to	  connect	  with	  people,”	  he	  said.	  Lisa	  Schlichtman	  said	  she	  requires	  her	  reporters	  to	  engage	  readers	  on	  social	  media	  on	  a	  daily	  basis.	  “I	  don’t	  count	  tweets	  but	  at	  a	  minimum	  they	  are	  to	  be	  posting	  their	  stories	  onto	  Facebook	  and	  start	  the	  day	  by	  letting	  their	  readers	  know	  what	  they’re	  working	  on.	  …	  I	  think	  it	  increases	  reader	  engagement,”	  she	  said.	  	  The	  Sanford	  Herald	  routinely	  posts	  	  “What	  do	  you	  think”	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where	  they’ll	  pose	  a	  question	  to	  the	  community	  via	  Facebook.	  A	  post	  in	  April	  2015	  asked	  readers	  what	  new	  store	  or	  restaurant	  they’d	  like	  to	  see	  in	  town,	  and	  close	  to	  75	  people	  responded.	  Newspapers	  within	  the	  Enterprise	  Publishing	  chain	  routinely	  post	  something	  similar	  on	  their	  sites	  called	  “Social	  Speak,”	  where	  they’ll	  pose	  a	  question	  about	  the	  community.	  A	  selection	  of	  the	  responses	  will	  also	  get	  printed	  in	  the	  paper	  on	  Fridays.	  “That’s	  how	  we	  utilize	  social	  media,	  to	  make	  the	  paper	  more	  interesting,	  as	  well,”	  said	  Chris	  Rhoades.	  	  	   Social	  media,	  particularly	  Facebook,	  can	  be	  a	  double-­‐edged	  sword	  for	  editors.	  It	  can	  be	  a	  great	  way	  to	  start	  conversations	  with	  their	  readers.	  However,	  that	  conversation	  could	  keep	  readers	  away	  from	  the	  website.	  All	  editors	  reported	  preferring	  to	  have	  conversations	  with	  readers	  to	  be	  occurring	  on	  the	  website.	  That	  way,	  the	  sites	  can	  get	  more	  page	  views	  and	  provide	  further	  incentive	  for	  advertisers	  to	  buy	  ads.	  Readers	  are	  also	  more	  likely	  to	  click	  onto	  other	  stories	  if	  already	  engaged	  on	  the	  site.	  Jeff	  McNiell	  of	  the	  Houston	  Herald	  said	  he	  was	  puzzled	  as	  to	  how	  to	  get	  more	  engagement	  on	  the	  website.	  	  We	  have	  a	  lot	  of	  connection	  with	  our	  community	  on	  social	  media.	  It	  hasn’t	  happened	  on	  our	  website.	  If	  we	  could	  take	  our	  interactions	  from	  Facebook	  and	  put	  them	  on	  our	  website	  we’d	  be	  thrilled.	  I	  don’t	  know	  why	  that’s	  not	  happening.	  	  	  Editors	  also	  said	  they	  have	  more	  control	  over	  the	  conversation	  on	  their	  websites.	  “I	  want	  them	  on	  the	  website.	  There	  are	  some	  things	  we	  choose	  not	  to	  post	  on	  Facebook	  for	  that	  reason,”	  said	  Lisa	  Schlichtman,	  editor	  Steamboat	  Pilot	  &	  Today.	  “We	  have	  less	  control	  on	  Facebook.	  Recently,	  we	  had	  a	  death	  of	  a	  three	  year	  old	  and	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the	  mother	  was	  implicated.	  We	  chose	  not	  to	  be	  posting	  that	  on	  Facebook.	  People	  were	  making	  threats.”	  Some	  editors	  with	  pay	  walls	  on	  their	  site	  said	  that	  they	  don’t	  expect	  conversations	  to	  start	  because	  of	  that	  barrier.	  	  	  
	   Others.	  Small	  newspapers	  are	  doing	  more	  online	  than	  features	  that	  just	  fit	  into	  the	  four	  previous	  categories.	  Here	  are	  some	  of	  the	  other	  highlights:	  	   Apps:	  Several	  of	  the	  newspapers	  have	  developed	  apps	  for	  their	  news	  content.	  The	  Kingman	  County	  News	  went	  a	  step	  further	  and	  partnered	  with	  the	  Chamber	  of	  Commerce	  (of	  which	  Jason	  Jump	  is	  also	  the	  president),	  the	  rec	  commission	  and	  the	  local	  hospital.	  The	  app	  features	  a	  calendar	  of	  events,	  a	  church	  directory,	  stories	  from	  the	  News	  and	  coupons	  for	  businesses.	  But	  it’s	  run	  into	  some	  hitches.	  Jump	  said:	  	  The	  problem	  we	  have	  is	  getting	  people	  to	  download	  the	  app.	  We	  were	  still	  on	  the	  Edge	  network;	  we	  just	  got	  4G	  data.	  This	  type	  of	  technology	  is	  not	  something	  people	  are	  used	  to.	  The	  problem	  is	  just	  trying	  to	  get	  people	  to	  download.	  	  	  	  	  	   Responsive	  website	  design:	  The	  Kingman	  County	  News	  and	  Houston	  Herald	  are	  developing	  responsive	  designs	  for	  their	  websites.	  Houston	  editor	  Jeff	  McNiell	  said	  the	  design	  is	  a	  response	  to	  the	  growing	  number	  of	  people	  visiting	  the	  site	  via	  mobile	  devices.	  He	  said:	  “We	  look	  at	  an	  idea	  and	  say,	  ‘How	  can	  we	  do	  that	  here,’	  instead	  of	  ‘Oh,	  that’s	  for	  a	  bigger	  newspaper.’	  We	  ask,	  ‘How	  can	  our	  community	  benefit	  from	  this?”	  	   Neighborhood	  guide:	  The	  Columbia	  Daily	  Tribune	  features	  a	  program	  on	  its	  homepage	  called	  “Neighborhoods.”	  The	  feature	  allows	  readers	  to	  find	  out	  what’s	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happening	  in	  their	  neighborhood.	  Readers	  zoom	  in	  on	  a	  map	  and	  can	  see	  any	  police	  or	  fire	  activity,	  news	  stories,	  restaurant	  inspections	  and	  even	  recent	  tweets.	  The	  Tribune	  received	  funding	  from	  the	  Knight	  Foundation	  to	  help	  develop	  the	  concept	  and	  programming.	  The	  feature	  isn’t	  very	  labor	  intensive	  –	  the	  police	  and	  fire	  reports	  are	  automatically	  added	  from	  reports	  the	  departments	  post	  online.	  “If	  we	  needed	  more	  manpower	  to	  run	  it,	  it	  wouldn’t	  be	  feasible,”	  said	  editor	  Jim	  Robertson.	  He	  said	  it	  has	  potential	  to	  serve	  as	  a	  good	  resource	  for	  the	  community,	  even	  if	  it’s	  popularity	  has	  been	  mixed.	  “I	  don’t	  know	  if	  we	  can	  quantify	  it.	  (Traffic)	  spiked	  when	  we	  first	  launched	  it	  and	  lately	  it’s	  been	  spiking	  again,”	  Jim	  Robertson	  said.	  The	  original	  plan	  was	  to	  get	  the	  community	  more	  involved	  directly	  by	  posting	  community	  events	  and	  such.	  	   What	  we	  hoped	  they’d	  use	  it	  for	  is	  a	  center	  for	  communication,	  a	  place	  they	  can	  post	  events	  or	  the	  neighborhood	  associations	  could	  communicate	  with	  their	  constituents.	  We’ve	  had	  mixed	  success	  with	  that.	  I	  think	  most	  of	  the	  people	  who	  come	  on	  are	  the	  voyeurs	  who	  want	  to	  know	  what’s	  going	  on	  in	  your	  neighborhood.	  	  	  	  	  	   Branded	  websites:	  A	  couple	  newspapers	  have	  created	  stand-­‐alone	  sites	  to	  highlight	  some	  content.	  The	  Quincy	  Herald	  Whig	  has	  a	  stand-­‐alone	  site	  for	  its	  entertainment	  section,	  The	  Q.	  The	  section,	  which	  targets	  a	  younger	  demographic,	  has	  a	  different	  design	  and	  highlights	  local	  A&E	  content.	  Kelly	  Wilson	  would	  like	  to	  see	  it	  also	  lead	  to	  a	  corresponding	  app,	  as	  well.	  	  The	  Sanford	  Herald	  started	  a	  WordPress	  site	  to	  focus	  on	  the	  Lee	  Regional	  Fair,	  which	  is	  a	  major	  draw	  in	  the	  area.	  It	  started	  as	  a	  separate	  site	  because	  it	  was	  easier	  to	  post	  blog	  content	  via	  WordPress	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on	  the	  site.	  The	  blog	  content	  has	  leveled	  off	  in	  recently	  years,	  but	  the	  site	  still	  stands	  as	  a	  place	  for	  photos,	  video	  and	  lists	  of	  content	  winners.	  Publisher	  Bill	  Horton	  said	  it’s	  nice	  for	  the	  community,	  but	  he	  has	  mixed	  feelings	  about	  its	  success.	  “I	  think	  people	  enjoy	  it,	  but	  we	  haven’t	  monetized	  it,”	  he	  said.	  	  	  
Newsroom	  structure	  	   Most	  of	  the	  newspapers	  have	  spread	  out	  online	  responsibilities	  throughout	  the	  newsroom.	  In	  essence,	  everyone	  has	  a	  hand	  in	  the	  success	  of	  the	  website.	  Editors	  reported	  that	  ownership	  in	  all	  cases	  were	  supportive	  of	  online	  efforts,	  noting	  the	  freedom	  to	  suggest	  or	  try	  new	  ideas.	  	  	   Several	  publications	  that	  were	  a	  part	  of	  larger	  chains	  had	  digital	  editors	  in	  a	  corporate	  setting	  who	  handled	  some	  of	  the	  online	  responsibilities	  for	  all	  of	  the	  publications.	  At	  Crow	  River	  Media,	  a	  chief	  digital	  editor	  oversees	  some	  bigger	  picture	  responsibilities,	  such	  as	  analytic	  reports	  or	  a	  major	  redesign	  currently	  in	  the	  works,	  but	  posting	  stories,	  social	  media	  and	  more	  of	  the	  day-­‐to-­‐day	  operations	  fall	  to	  the	  other	  editors	  or	  reporters.	  A	  few	  larger	  companies	  had	  specific	  online	  editor	  positions.	  Enterprise	  Publishing	  has	  an	  online	  editor	  for	  the	  five	  newspapers	  published	  out	  of	  their	  Blair,	  Nebraska,	  office.	  She	  handles	  decisions	  about	  day-­‐to-­‐day	  placement	  of	  content	  and	  also	  creates	  content	  solely	  for	  the	  web.	  (She’s	  also	  the	  special	  sections	  editor).	  The	  decision	  to	  have	  a	  specific	  position	  oriented	  toward	  digital	  stems	  from	  the	  fact	  that	  these	  publications	  wanted	  someone	  driving	  development	  of	  the	  web.	  Chris	  Rhoades	  said	  the	  web	  was	  becoming	  an	  after-­‐thought	  before	  they	  created	  the	  position	  in	  Blair.	  A	  since-­‐departed	  editor	  reluctant	  to	  digital	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change	  also	  hindered	  that	  development.	  “We	  found	  that	  we’d	  put	  the	  paper	  out	  and	  maybe	  the	  next	  morning	  we’d	  place	  all	  of	  our	  stories	  on	  the	  web.	  We	  wanted	  to	  make	  (the	  site)	  something	  different.	  We	  needed	  someone	  to	  be	  that	  champion,”	  he	  said.	  	  	  	   At	  smaller	  or	  independently	  owned	  publications,	  the	  quality	  in	  part	  depended	  on	  the	  dedication	  of	  the	  staff.	  At	  the	  Kingman	  County	  News,	  its	  website	  is	  based	  on	  a	  template	  editor	  Jason	  Jump	  designed	  from	  scratch	  before	  joining	  the	  company.	  Sallie	  See	  at	  the	  Hampshire	  Review	  attributes	  the	  success	  on	  Facebook	  stems	  from	  her	  attention	  to	  it	  both	  during	  working	  hours	  and	  off	  hours,	  she	  said.	  At	  the	  Houston	  Herald,	  online	  duties	  mainly	  fall	  on	  the	  editor	  and	  publisher.	  Editor	  Jeff	  McNiell	  credits	  the	  quality	  of	  their	  web	  components	  on	  their	  dedication	  to	  put	  time	  and	  effort	  into	  it.	  	  It’s	  understanding	  the	  significant	  role	  a	  newspaper	  can	  play	  in	  a	  community	  is	  the	  reason	  why	  we	  can	  give	  so	  much	  effort.	  We’re	  willing	  to	  do	  things	  from	  home	  at	  night	  or	  do	  things	  on	  the	  weekends.	  It’s	  because	  we	  believe	  in	  the	  important	  role	  of	  the	  Houston	  Herald	  in	  our	  town.	  	  	  	   At	  all	  newspapers,	  editors	  stressed	  the	  importance	  of	  getting	  most	  editorial	  staff	  involved	  online	  in	  some	  form	  or	  another.	  The	  level	  of	  involvement	  varies.	  Some	  reporters	  have	  duties	  at	  smaller	  weeklies	  to	  post	  their	  content	  online.	  At	  larger	  papers,	  different	  section	  editors	  post	  their	  content	  to	  the	  website.	  Almost	  all	  reported	  that	  individual	  reporters	  have	  Twitter	  feeds.	  Some	  also	  contribute	  to	  the	  main	  publication’s	  Facebook	  or	  Twitter	  feed,	  which	  are	  typically	  run	  by	  an	  editor.	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The	  reason	  for	  the	  spread	  out	  nature	  is	  two-­‐fold:	  One,	  editors	  alone	  simply	  can’t	  handle	  all	  duties.	  Two,	  it	  gives	  ownership	  of	  the	  web	  to	  everyone.	  Hampshire	  Review	  editor	  Sallie	  See	  said	  her	  reporter	  posts	  breaking	  news	  and	  front-­‐page	  news,	  and	  she	  and	  her	  managing	  editor	  posts	  everything	  else.	  	  We	  found	  that	  when	  we	  designed	  it	  we	  thought	  the	  best	  way	  to	  get	  everyone	  on	  board	  was	  to	  give	  ownership	  to	  all	  the	  employees.	  We	  split	  it	  up	  by	  content	  areas.	  The	  ad	  girls	  do	  other	  things,	  classified	  ad	  pages	  updated	  and	  real	  estate	  updated.	  Pretty	  much	  everyone	  in	  the	  building	  have	  a	  piece	  in	  this	  pie.	  No	  one	  person	  is	  overloaded.	  	  	  After	  Lisa	  Schlichtman	  joined	  the	  Steamboat	  Pilot	  &	  Today	  in	  2013,	  she	  found	  that	  the	  addition	  of	  an	  online	  editor	  position	  had	  caused	  many	  of	  the	  reporters	  to	  slack	  off	  on	  their	  social	  media	  duties.	  When	  the	  online	  editor	  left,	  she	  turned	  that	  position	  into	  a	  reporting	  job	  and	  spread	  out	  the	  social	  media	  and	  some	  other	  online	  duties	  back	  to	  the	  reporters.	  (The	  newspaper	  does	  have	  a	  digital	  development	  manager	  who	  handles	  duties	  for	  both	  advertising	  and	  editorial).	  Reporters	  now	  post	  to	  social	  media	  at	  least	  four	  to	  five	  times	  a	  day,	  she	  said.	  Kelly	  Wilson,	  interactive	  managing	  editor	  at	  the	  Quincy	  Herald	  Whig,	  finds	  that	  even	  spreading	  out	  web	  duties	  does	  not	  necessarily	  give	  staffers	  motivation	  to	  actually	  do	  the	  work.	  	  The	  biggest	  challenge	  is	  convincing	  the	  older	  reporters.	  That’s	  starting	  to	  change.	  A	  lot	  of	  our	  younger	  reporters	  become	  the	  leaders	  and	  the	  older	  reporters	  see	  when	  we	  show	  them	  the	  numbers	  that,	  hey,	  stories	  do	  get	  read	  more	  if	  you	  share	  them	  up	  on	  social	  media.	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   Editors	  universally	  reported	  an	  ability	  to	  change	  digital	  strategy	  with	  little	  interference.	  In	  some	  cases,	  this	  was	  because	  there	  really	  weren’t	  many	  hoops	  to	  jump	  through	  to	  get	  approval.	  At	  the	  Hampshire	  Review,	  editor	  Sallie	  See	  and	  her	  husband	  own	  the	  newspaper.	  At	  others,	  editors	  reported	  a	  good	  relationship	  with	  their	  boss	  who	  allowed	  them	  freedom.	  At	  the	  York	  Times	  News,	  digital	  director	  Eric	  Eckert	  reports	  to	  the	  publisher.	  BH	  Media	  owns	  the	  newspaper,	  so	  some	  decisions	  have	  to	  get	  higher	  approval,	  but	  when	  it	  comes	  to	  web	  design	  (he	  designed	  the	  site	  from	  scratch),	  he	  feels	  the	  freedom	  to	  do	  it	  himself.	  “My	  publisher	  is	  pretty	  trusting,”	  he	  said.	  Lisa	  Schlichtman,	  editor	  Steamboat	  Pilot	  &	  Today,	  used	  to	  be	  a	  publisher	  with	  a	  newspaper	  chain	  in	  the	  Midwest	  before	  coming	  to	  Steamboat	  Springs.	  She	  said	  she	  had	  difficulty	  convincing	  her	  higher	  ups	  to	  push	  forward	  online.	  “The	  Steamboat	  paper	  hit	  me	  as	  being	  progressive.	  They	  understand	  the	  future	  of	  newspapers.	  Of	  course,	  I	  always	  want	  more	  resources.	  But	  they’re	  open	  to	  trying	  new	  things.	  I	  feel	  like	  I	  have	  free	  reign,”	  she	  said.	  	  	   Others	  did	  feel	  hindered	  but	  more	  from	  a	  resources	  standpoint.	  The	  Norfolk	  Daily	  News	  works	  with	  templates	  from	  Town	  News	  for	  their	  sites	  and	  mobile	  apps.	  Editor	  Kent	  Warneke	  said	  the	  move	  is	  beneficial	  because	  the	  cost	  to	  design	  the	  site	  themselves	  would	  be	  too	  great,	  but	  it	  does	  provide	  restraints	  on	  how	  they	  can	  shape	  it	  to	  their	  needs.	  Chris	  Rhoads	  of	  Enterprise	  Publishing	  purchased	  an	  umbrella	  site	  for	  its	  12	  publications,	  which	  is	  another	  cost	  saving	  methods,	  but	  does	  restrain	  what	  each	  individual	  publication	  can	  do.	  Most	  papers	  report	  ideas	  being	  limited	  simply	  by	  manpower.	  A	  lack	  of	  higher-­‐level	  coding	  experience	  limits	  changes	  that	  can	  be	  made	  to	  the	  website	  at	  the	  Columbia	  Daily	  Tribune.	  “Basically,	  we	  have	  to	  wait	  in	  line	  for	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(the	  digital	  designer)	  to	  do	  it,”	  editor	  Jim	  Robertson	  said.	  One	  respondent,	  Sanford	  Herald	  publisher	  Bill	  Horton,	  reported	  that	  while	  he	  feels	  freedom	  to	  make	  changes,	  a	  lack	  of	  support	  from	  ownership	  Paxton	  Media,	  hinders	  what	  they	  can	  do	  online:	  We	  don’t	  have	  someone	  in	  our	  company	  who	  is	  championing	  a	  move	  to	  digital	  content.	  (Large	  chains)	  have	  people	  who	  develop	  apps	  and	  web	  specific	  content.	  We	  have	  nobody.	  We’re	  not	  a	  small	  group	  (Paxton	  has	  32	  newspapers).	  We’ve	  been	  working	  with	  a	  company	  to	  develop	  a	  visitor’s	  guide	  app	  in	  our	  market.	  We’ve	  been	  working	  on	  it	  4	  or	  five	  months.	  (A	  larger	  chain)	  can	  do	  it	  3-­‐4	  days.	  We	  just	  don’t	  have	  that	  kind	  of	  expertise.	  	  	  
Receiving	  audience	  feedback	  	   The	  Internet	  has	  opened	  up	  a	  portal	  for	  two-­‐way	  communication	  at	  all	  times	  between	  news	  outlets	  and	  their	  audience.	  Editors	  have	  reported	  finding	  ways	  to	  strengthen	  their	  relationship	  with	  their	  audience	  through	  interactive	  features	  and	  social	  media.	  The	  Internet	  has	  also	  allowed	  editors	  to	  receive	  direct,	  specific	  feedback	  on	  what	  they’re	  doing.	  	   All	  editors	  reported	  looking	  at	  analytical	  reports.	  Most	  used	  Google	  Analytics	  for	  daily,	  weekly	  or	  monthly	  reports,	  with	  two	  employing	  Chartbeat	  for	  real-­‐time	  updates.	  Most	  reported	  looking	  at	  statistics	  such	  as	  page	  views	  and	  unique	  visitors	  to	  gauge	  how	  the	  site	  was	  doing	  as	  a	  whole	  compared	  to	  other	  weeks	  or	  months.	  Editors	  differed	  on	  how	  the	  analytics	  were	  used.	  Most	  reported	  not	  using	  them	  to	  influence	  decisions	  about	  news	  coverage.	  One	  editor	  even	  expressed	  distaste	  for	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letting	  stat-­‐based	  info	  influence	  coverage	  decisions.	  Jim	  Robertson	  of	  The	  Columbia	  Tribune	  reports	  “keeping	  an	  eye”	  on	  analytics	  on	  a	  daily	  basis	  but	  doesn’t	  let	  it	  influence	  decisions.	  	  It’s	  informative,	  but	  it	  doesn’t	  inform	  our	  decision.	  We	  have	  a	  strong	  idea	  of	  how	  we	  want	  to	  fashion	  our	  news	  report	  based	  on	  some	  of	  what	  the	  audience	  wants	  but	  we	  also	  believe	  the	  ‘eat	  your	  broccoli’	  approach.	  If	  we	  used	  analytics	  for	  our	  news	  decisions,	  I’d	  shudder	  what	  the	  newspaper	  would	  look	  like.	  It’d	  look	  like	  all	  crime	  and	  sex.	  	  	  Others	  reported	  gathering	  analytics	  but	  were	  not	  quite	  sure	  how	  to	  use	  it.	  Chris	  Rhoades	  of	  Enterprise	  Publishing	  said	  they	  compile	  reports,	  but	  it’s	  still	  new	  to	  them.	  “We	  probably	  don’t	  let	  it	  guide	  our	  decision	  making	  all	  that	  much	  yet.	  But	  that’s	  not	  by	  design.	  We	  just	  haven’t	  done	  it	  much	  yet,”	  he	  said.	  Others	  used	  them	  as	  one	  part	  of	  their	  overall	  decision-­‐making	  process	  but	  nothing	  to	  the	  point	  where	  they	  could	  say	  it’s	  changed	  their	  decision	  on	  a	  regular	  basis.	  “We	  don’t	  have	  hard	  and	  fast	  rules,”	  said	  Kent	  Warneke	  of	  the	  Norfolk	  Daily	  News.	  “We	  don’t	  say,	  ‘If	  it	  doesn’t	  get	  so	  and	  so	  views	  we	  take	  it	  down	  or	  stop	  doing	  it.’	  We	  weigh	  the	  time	  and	  effort	  that	  goes	  into	  it	  and	  the	  feedback	  we	  might	  get.”	  Brent	  Schacherer	  of	  Crow	  River	  Media	  said	  the	  newspaper	  staff	  receives	  analytics	  reports	  on	  a	  weekly	  basis,	  but	  the	  information	  isn’t	  seriously	  acted	  on.	  “I	  don’t	  think	  anyone	  except	  our	  digital	  officer	  has	  been	  checking	  in.	  We	  did	  have	  a	  monthly	  report.	  We	  now	  have	  weekly	  reports.	  We’re	  trying	  to	  get	  more	  current.”	  The	  York	  News	  Times’	  Eric	  Eckert	  checks	  analytics	  daily	  to	  see	  if	  stories	  are	  performing	  as	  expected.	  “We	  look	  to	  see	  how	  to	  promote	  things	  if	  we’re	  not	  getting	  the	  return	  we	  want,”	  he	  said.	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   Three	  publications	  did	  report	  specific	  changes	  they	  make	  based	  on	  analytics	  on	  a	  day-­‐to-­‐day	  basis.	  The	  Houston	  Herald	  compiles	  weekly	  reports	  from	  Google	  Analytics	  that	  the	  publisher	  and	  editor	  look	  over	  then	  discuss	  with	  the	  staff.	  Said	  Jeff	  McNiell:	  	  It	  influences	  what	  we	  put	  on	  the	  front	  page	  of	  the	  newspaper.	  It’s	  not	  uncommon	  for	  articles	  that	  have	  been	  online	  to	  be	  the	  most	  popular,	  and	  they	  haven’t	  made	  it	  to	  the	  newspaper	  yet.	  So	  what	  people	  are	  reading	  online	  definitely	  has	  an	  impact	  on	  how	  it	  is	  used	  in	  the	  newspaper.	  	  In	  addition	  to	  compiling	  analytics	  reports,	  editors	  at	  The	  Steamboat	  Pilot	  &	  Today	  use	  Chartbeat	  to	  identify	  stories	  that	  have	  gained	  traction	  with	  readers.	  “Let’s	  say	  a	  story	  gets	  published	  and	  the	  next	  day	  it’s	  still	  getting	  lots	  of	  attention.	  What	  we’ll	  do	  is	  find	  a	  way	  to	  update	  that	  and	  put	  it	  out	  there	  again.	  That	  could	  be	  new	  information	  or	  new	  photos	  or	  a	  graphic,”	  said	  editor	  Lisa	  Schlichtman.	  Kelly	  Wilson	  of	  the	  Quincy	  Herald	  Whig	  monitors	  Chartbeat	  on	  a	  daily	  basis	  and	  compiles	  weekly	  reports	  using	  comScore	  for	  the	  website	  and	  Google	  Analytics	  for	  the	  blogs.	  She	  also	  keeps	  an	  eye	  on	  Twitter	  and	  Facebook	  insights.	  “We	  adjust	  our	  best	  practices	  quite	  frequently,”	  she	  said.	  For	  example,	  they	  found	  that	  news	  about	  restaurant	  openings	  or	  closings	  were	  some	  of	  their	  best-­‐liked	  or	  commented	  stories	  on	  Facebook.	  “It	  might	  be	  something	  before	  that	  we’d	  just	  put	  on	  an	  inside	  page,	  but	  we	  saw	  it’s	  getting	  good	  numbers	  so	  maybe	  we’ll	  run	  a	  promo	  on	  the	  front	  page	  or	  even	  put	  it	  on	  the	  front	  page	  the	  next	  day,”	  she	  said.	  The	  Janesville	  Gazette	  uses	  analytics	  as	  part	  of	  a	  larger	  philosophical	  idea	  of	  how	  the	  paper	  is	  covering	  the	  community.	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Editor	  Scott	  Angus	  uses	  it	  to	  raise	  questions	  about	  what	  subjects	  are	  popular	  and	  what’s	  not	  and	  whether	  a	  change	  needs	  to	  be	  made.	  He’s	  found	  the	  newspaper	  to	  be	  too	  government	  oriented,	  while	  analytics	  indicate	  and	  readers	  give	  anecdotal	  feedback	  that	  lifestyle,	  health	  and	  similar	  issues	  are	  resonating	  more	  with	  them.	  “We	  are	  looking	  at	  all	  of	  our	  content	  in	  the	  web	  and	  in	  the	  newspaper.	  You	  have	  to	  be	  constantly	  looking	  at	  things,”	  he	  said.	  “Do	  newspapers	  connect	  with	  people’s	  lives	  that	  they	  need	  to?”	  	  	   Two	  newspaper	  editors	  reported	  directly	  reaching	  out	  to	  their	  audience	  to	  get	  specific	  feedback.	  The	  Kingman	  County	  News	  did	  a	  reader	  survey	  about	  coverage	  both	  online	  and	  in	  print	  last	  year	  distributed	  within	  the	  newspaper	  but	  out	  of	  the	  2,200	  circulation	  size	  it	  only	  got	  30	  responses.	  “We	  were	  disappointed	  with	  the	  response,”	  Jump	  said.	  The	  Herald	  Whig	  plans	  to	  hold	  a	  series	  of	  focus	  groups	  with	  subscribers	  and	  community	  leaders	  to	  get	  input	  into	  their	  new	  site	  redesign.	  “It	  makes	  the	  community	  feel	  like	  they	  have	  a	  voice,”	  she	  said.	  “We	  want	  to	  know	  what	  types	  of	  stories	  they	  like	  to	  read,	  what	  do	  they	  want	  more	  of?”	  	  
Collaboration	  with	  other	  departments	  	   Traditionally,	  a	  metaphorical	  wall	  exists	  between	  the	  editorial	  and	  advertising	  departments	  of	  newspapers,	  in	  part	  to	  make	  it	  clear	  that	  financial	  decisions	  are	  not	  influencing	  news	  coverage.	  All	  editors	  reiterated	  the	  same	  philosophy.	  None	  reported	  a	  change	  in	  that	  philosophy	  due	  to	  the	  emergence	  of	  digital.	  In	  some	  cases,	  the	  lines	  were	  blurred	  due	  to	  the	  size	  of	  the	  publications.	  Editor	  Sallie	  See	  of	  the	  7,000-­‐circulation	  Hampshire	  also	  sells	  online	  ads.	  Kingman	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County	  News’	  Jason	  Jump	  serves	  as	  editor	  and	  publisher.	  But	  this	  has	  more	  to	  do	  with	  the	  size	  of	  the	  publication	  than	  any	  changes	  that	  have	  been	  made	  because	  of	  digital.	  A	  few	  editors	  reported	  some	  sharing	  of	  analytical	  information	  between	  editorial	  and	  advertising.	  See	  uses	  analytic	  data	  when	  selling	  ads	  online.	  The	  Houston	  Herald	  lets	  their	  advertisers	  see	  their	  monthly	  analytic	  reports.	  Eric	  Eckert	  of	  The	  York	  News	  Times	  does	  have	  a	  slightly	  blurred	  role.	  About	  six	  years	  ago,	  the	  newspaper	  started	  using	  a	  spot	  on	  its	  homepage	  slider	  to	  promote	  a	  slideshow	  of	  homes	  for	  sale.	  It’s	  labeled	  advertising,	  but	  he	  is	  in	  charge	  of	  putting	  the	  content	  there.	  “We	  saw	  it	  as	  a	  huge	  revenue	  opportunity.	  We	  did	  take	  a	  lot	  of	  heat	  for	  it.	  There	  were	  concerns	  about	  the	  divide	  between	  advertising	  and	  editorial,”	  he	  said.	  A	  couple	  newspapers	  had	  advertising	  or	  marketing	  content	  on	  their	  social	  media	  feeds.	  The	  Norfolk	  Daily	  News	  posts	  polls	  and	  promotes	  advertising	  contests	  on	  its	  Facebook	  feed.	  The	  marketing	  director	  at	  the	  Quincy	  Herald	  Whig	  does	  have	  access	  to	  the	  main	  Facebook	  page	  and	  posts	  about	  contests	  and	  newspaper-­‐sponsored	  events.	  “She	  uses	  it	  sparingly.	  It’s	  mostly	  for	  news.	  But	  it’s	  good	  to	  have	  a	  mix	  of	  posts,”	  Kelly	  Wilson	  said.	  	  	  	  	   One	  newspaper	  did	  report	  having	  frequent	  interdepartmental	  meetings	  about	  digital	  content.	  The	  Norfolk	  Daily	  News	  has	  an	  Internet	  committee	  with	  editor	  Kent	  Warneke,	  the	  online	  editor,	  two	  newsroom	  staffers	  who	  handle	  social	  media,	  the	  video	  editor,	  the	  head	  of	  advertising	  and	  two	  other	  people	  who	  handle	  online	  advertising.	  “We	  want	  to	  make	  sure	  that	  if	  the	  newsroom	  is	  interested	  in	  doing	  something	  we	  see	  if	  there’s	  ads	  that	  can	  be	  sold	  with	  it	  and	  vice	  versa,”	  he	  said.	  He	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said	  the	  meetings	  are	  more	  about	  communication	  and	  any	  potential	  collaboration	  but	  don’t	  drive	  day-­‐to-­‐day	  coverage.	  	  	  
Role	  in	  the	  community	  	   Change	  has	  created	  a	  time	  of	  uncertainty	  in	  the	  news	  industry,	  and	  the	  editors	  recognize	  that.	  They’ve	  all	  embraced	  online	  innovation	  but	  still	  struggle	  with	  how	  to	  effectively	  use	  the	  Internet	  to	  their	  advantage	  and	  use	  it	  in	  relation	  to	  their	  print	  product.	  They	  recognize	  that	  their	  roles	  have	  changed.	  They	  are	  all	  essentially	  working	  for	  24-­‐hour	  news	  outlets	  now.	  They	  also	  all	  interact	  with	  their	  readers	  and	  receive	  feedback	  from	  them	  in	  much	  different	  ways	  now.	  	  But	  they	  largely	  see	  these	  changes	  as	  enhancing	  their	  effectiveness	  and	  largely	  heightening	  the	  legitimacy	  of	  their	  publications.	  	  	   The	  editors	  largely	  see	  their	  role	  in	  the	  community	  the	  same	  as	  it	  was	  before.	  They	  are	  news	  providers.	  The	  legitimacy	  in	  the	  community	  as	  news	  providers	  hasn’t	  been	  hurt	  as	  they	  shift	  online.	  They	  say	  the	  advent	  of	  the	  Internet	  has	  allowed	  them	  to	  be	  more	  effective	  as	  communicators.	  “Our	  role	  is	  getting	  information	  to	  our	  community	  as	  efficiently	  as	  possible.	  We’re	  going	  to	  use	  every	  avenue	  available	  to	  do	  that,”	  said	  Jeff	  McNiell	  of	  the	  Houston	  Herald.	  Several	  editors	  mentioned	  their	  role	  as	  being	  central	  to	  the	  community.	  Lisa	  Schlichtman	  said	  the	  Steamboat	  Pilot	  &	  Today	  is	  the	  “heartbeat”	  of	  the	  community.	  “We	  are	  providing	  our	  community	  and	  readers	  the	  news	  they	  need	  to	  live	  their	  lives.	  If	  it’s	  happening	  here	  I	  want	  people	  to	  learn	  it	  from	  us,”	  she	  said.	  Kent	  Warneke	  said	  the	  newspaper	  continues	  to	  play	  a	  vital	  role	  in	  the	  community.	  “We	  see	  a	  newspaper	  as	  a	  community	  trust.	  We	  are	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committed	  to	  northeast	  Nebraska.	  We	  feel	  an	  obligation	  to	  provide	  as	  trusted	  as	  information	  as	  possible,”	  he	  said.	  	  	   A	  few	  editors	  saw	  their	  roles	  as	  means	  not	  just	  to	  disseminate	  news	  but	  as	  a	  broader	  way	  to	  connect	  the	  community.	  The	  Columbia	  Daily	  Tribune	  has	  tried	  to	  do	  that	  with	  their	  Neighborhoods	  feature	  and	  Trib	  Talk,	  where	  it’s	  not	  necessarily	  daily	  news	  but	  part	  of	  a	  larger	  conversation	  with	  the	  community.	  	  “We	  push	  news	  out	  and	  we	  receive	  it.	  We	  have	  conversation	  in	  a	  number	  of	  ways	  online.	  That’s	  part	  of	  our	  strategy	  of	  being	  a	  communications	  hub,”	  said	  Columbia	  Daily	  Tribune	  editor	  Jim	  Robertson.	  Chris	  Rhoades,	  Enterprise	  publishing	  associate	  publisher,	  said	  their	  tagline	  is	  “connect	  the	  community.”	  “That	  can	  mean	  a	  lot	  of	  things,”	  he	  said.	  “Connect	  business	  to	  shoppers	  or	  connect	  citizens	  to	  town	  government.	  Part	  of	  that	  is	  informing	  the	  community.	  Our	  overlying	  philosophy	  is	  to	  connect	  in	  some	  form	  or	  fashion.”	  	  Some	  editors	  pointed	  out	  how	  the	  Internet	  has	  made	  them	  more	  effective	  in	  interacting	  with	  the	  public,	  in	  general.	  “Our	  website	  has	  the	  ability	  to	  help	  us	  with	  our	  interaction	  with	  our	  audience,”	  said	  	  Brent	  Schacherer,	  publisher	  of	  Crow	  River	  Media.	  Feedback	  and	  interaction	  can	  be	  instantaneous	  online,	  compared	  to	  the	  daily	  or	  weekly	  print	  cycle	  previously.	  It’s	  giving	  them	  an	  expanded	  set	  of	  tools	  to	  communicate	  and	  interact.	  “(The	  Internet)	  garners	  a	  lot	  more	  conversation.	  You	  can	  comment	  on	  stories	  and	  I	  can	  disagree	  with	  this.	  It’s	  a	  lot	  better	  than	  writing	  a	  letter	  to	  the	  editor	  and	  waiting	  to	  be	  heard.	  A	  lot	  more	  people	  can	  be	  heard	  on	  an	  issue,”	  said	  Chris	  Rhoades	  of	  Enterprise	  Publishing.	  	  	   The	  editors	  said	  that	  the	  print	  and	  online	  products	  should	  be	  seen	  as	  complementary	  –	  even	  though	  some	  editors	  weren’t	  entirely	  pleased	  with	  how	  that	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relationship	  works.	  Editors	  reported	  that	  they	  frequently	  try	  to	  draw	  readers	  online	  through	  print	  and	  vice-­‐versa.	  “If	  a	  story	  changes	  we	  can	  make	  those	  updates	  online.	  We’re	  always	  making	  reference	  in	  print	  to	  go	  online	  to	  get	  more	  information.	  We	  want	  to	  make	  sure	  the	  two	  don’t	  compete	  with	  each	  other	  and	  are	  actually	  complements,”	  said	  Jeff	  McNiell	  of	  the	  Houston	  Herald.	  Jim	  Robertson	  of	  the	  Columbia	  Daily	  Tribune	  said	  ideally	  he’d	  like	  to	  see	  the	  online	  product	  to	  stand	  on	  its	  own	  and	  serve	  the	  community	  in	  ways	  a	  print	  product	  can’t.	  “We	  don’t	  do	  that.	  We	  publish	  the	  print	  product	  on	  the	  web,	  for	  the	  most	  part.	  The	  evolution	  is	  that	  the	  site	  should	  become	  something	  else,	  but	  I	  don’t	  know	  what	  that	  would	  be,”	  he	  said.	  Lisa	  Schlichtman,	  editor	  Steamboat	  Pilot	  &	  Today,	  said	  she	  has	  similar	  concerns	  about	  how	  closely	  one	  product	  resembles	  the	  other.	  “We’re	  guilty	  of	  that	  and	  trying	  to	  get	  away	  from	  it.	  It	  shouldn’t	  just	  be	  a	  mirror	  to	  what	  happens	  in	  print,”	  she	  said.	  	  	   While	  all	  editors	  said	  they’d	  continue	  to	  innovate	  and	  explore	  new	  ways	  online,	  they	  still	  expressed	  dedication	  to	  the	  print	  product,	  mostly	  because	  it’s	  the	  money-­‐maker.	  “Our	  print	  product	  is	  the	  most	  important	  thing	  we	  do.	  It	  takes	  real	  dollars	  to	  have	  a	  newspaper	  in	  existence,”	  said	  Jeff	  McNiell.	  	  Brent	  Schacherer,	  publisher	  Crow	  River	  Media,	  said	  print	  is	  “still	  the	  main	  driver	  in	  our	  business.	  Digital	  is	  becoming	  a	  major	  player.	  So,	  we	  have	  to	  adapt.”	  The	  Kingman	  County	  Times,	  in	  an	  area	  with	  an	  older	  demographic	  less	  accustomed	  to	  going	  online,	  the	  print	  product	  needs	  to	  remain	  strong,	  said	  Jason	  Jump.	  However,	  he	  said	  a	  web	  presence	  is	  still	  necessary.	  Even	  if	  the	  community	  is	  lagging	  behind,	  it	  will	  one	  day	  catch	  up.	  He	  said:	  “In	  this	  day	  and	  age	  you	  can’t	  have	  one	  without	  the	  other.”	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   None	  of	  the	  editors	  said	  they	  felt	  that	  print	  was	  going	  away	  anytime	  soon.	  Some	  expressed	  how	  print	  was	  a	  better	  medium	  for	  some	  material.	  Lisa	  Schlichtman	  said	  she	  thought	  photos	  were	  best	  run	  in	  print	  compared	  to	  online.	  Sallie	  See	  said	  a	  role	  of	  the	  community	  newspaper	  was	  to	  “provide	  the	  refrigerator	  art.”	  Just	  existing	  online	  wouldn’t	  fulfill	  that	  role,	  she	  said.	  Several	  editors	  noted	  how	  much	  easier	  it	  is	  to	  get	  absorbed	  in	  a	  print	  product,	  which	  doesn’t	  feature	  the	  distractions	  like	  links	  and	  ads	  that	  can	  draw	  people	  away	  from	  the	  content	  at	  hand.	  They	  saw	  print	  as	  a	  better	  place	  for	  longer	  stories	  or	  content	  that	  the	  readers	  spends	  more	  time	  with.	  “It’s	  an	  experience.	  You	  learn	  things	  you	  didn’t	  think	  you	  wanted	  to	  know	  just	  by	  turning	  the	  page.	  That	  doesn’t	  happen	  nearly	  as	  much	  on	  the	  web,”	  said	  Scott	  Angus	  of	  the	  Janesville	  Gazette.	  	  	  	   Overall,	  the	  editors	  were	  uncertain	  about	  exactly	  what	  their	  publications	  –	  both	  print	  and	  online	  –	  will	  look	  like	  in	  the	  future.	  Scott	  Angus	  said	  the	  newspaper	  may	  serve	  as	  a	  niche	  for	  people	  who	  just	  prefer	  print	  to	  digital.	  Eric	  Eckert	  said	  he	  could	  see	  newsrooms	  cutting	  back	  on	  publication	  frequency	  (as	  many	  have	  across	  the	  industry)	  and	  focusing	  on	  a	  high-­‐quality	  print	  product	  and	  an	  around-­‐the-­‐clock	  digital	  operation.	  Jeff	  McNiell	  said	  he	  believes	  there	  will	  always	  be	  a	  role	  for	  local	  news;	  he	  just	  isn’t	  sure	  what	  form	  it	  will	  take.	  	  There	  still	  is	  a	  generation	  of	  people	  who	  still	  want	  to	  hold	  it,	  flip	  it	  around,	  to	  clip	  it,	  to	  get	  that	  black	  ink	  on	  their	  hands.	  That	  generation	  will	  exist	  for	  a	  couple	  more	  decades.	  Beyond	  that,	  I	  don’t	  think	  anyone	  really	  knows	  what	  the	  newspaper	  will	  look	  like.	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Even	  when	  it	  comes	  to	  an	  online	  product,	  there’s	  uncertainty.	  For	  example,	  Bill	  Horton	  brings	  up	  the	  trend	  reflected	  at	  the	  Sanford	  Herald	  that	  fewer	  people	  are	  coming	  directly	  to	  the	  homepage	  and	  more	  people	  are	  arriving	  at	  their	  content	  through	  social	  media	  and	  search	  engines.	  So,	  should	  he	  halt	  any	  new	  development	  into	  the	  homepage?	  It’s	  an	  unanswerable	  question	  because	  he’s	  uncertain	  of	  exactly	  what	  will	  happen	  –	  just	  that	  something	  will	  happen.	  “I	  still	  believe	  there’s	  going	  to	  be	  a	  new	  type	  of	  technology	  that’s	  going	  to	  change	  everything	  again.	  Things	  are	  changing	  so	  quickly,”	  he	  said.	  	  	  	   Several	  editors	  didn’t	  want	  to	  make	  too	  much	  of	  a	  distinction	  between	  print	  and	  digital.	  The	  focus,	  they	  said,	  should	  be	  on	  getting	  readers	  to	  view	  their	  product	  in	  one	  form	  or	  another.	  Some	  newspapers	  were	  using	  pay	  walls	  to	  help	  shape	  that	  philosophy.	  The	  York	  News	  Times	  has	  a	  subscription	  system	  where	  readers	  can	  get	  access	  to	  the	  website	  or	  the	  paper	  or	  both	  for	  the	  same	  price.	  “It’s	  not	  about	  losing	  print	  readership.	  It’s	  about	  having	  readers	  period.	  We	  don’t	  care	  how	  they	  get	  it	  as	  long	  as	  they’re	  getting	  it	  from	  us,”	  Eric	  Eckert	  said.	  The	  Janesville	  Gazette	  posts	  some	  content	  for	  free	  but	  keeps	  most	  of	  its	  local	  content	  behind	  a	  paywall.	  The	  move	  is	  a	  reflection	  of	  their	  motto	  “local	  matters.”	  “We	  don’t	  care	  how	  you	  get	  the	  news	  whether	  it’s	  print	  or	  mobile	  or	  online.	  We	  just	  have	  to	  make	  enough	  money	  to	  produce	  the	  news,”	  Scott	  Angus	  said.	  The	  owners	  of	  Enterprise	  Publishing,	  which	  also	  has	  a	  paywall	  on	  its	  sites,	  was	  considering	  changing	  its	  name	  to	  Enterprise	  Media	  to	  put	  more	  emphasis	  on	  their	  digital	  products,	  said	  Chris	  Rhoades.	  	  People	  will	  always	  need	  news	  and	  information	  about	  Blair.	  We	  just	  need	  to	  be	  in	  a	  position	  to	  give	  them	  that	  news.	  As	  long	  as	  you	  have	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good	  content	  and	  people	  will	  look	  at	  it,	  you’ll	  have	  a	  robust	  business.	  It’s	  just	  a	  change,	  that’s	  all.	  	  	  As	  he	  notes,	  it	  is	  a	  change,	  but	  not	  a	  change	  that	  is	  fundamentally	  altering	  how	  their	  business	  is	  run.	  His	  view	  is	  similar	  to	  the	  other	  editors	  who	  see	  their	  roles	  within	  staying	  the	  same,	  yet	  the	  means	  of	  going	  about	  their	  day-­‐to-­‐day	  operations	  as	  shifting.	  In	  essence,	  their	  shift	  to	  online	  news	  hasn’t	  changed	  their	  legitimacy	  within	  the	  community;	  it’s	  can	  only	  serve	  to	  improve	  it.	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Chapter	  Five:	  Discussion	  	  	  	  	   The	  findings	  explored	  how	  small	  newspapers	  are	  innovating	  online.	  In	  this	  section,	  the	  study	  will	  look	  at	  how	  those	  findings	  related	  to	  the	  research	  questions	  and	  then	  further	  analyze	  how	  this	  research	  builds	  on	  the	  theories	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  in	  journalism.	  	  	   The	  study	  examined	  this	  topic	  through	  five	  research	  questions:	  	  	   1.	  How	  do	  these	  editors	  choose	  to	  structure	  their	  newsroom	  staffs	  to	  handle	  the	  online	  workload?	  	  	   2a.	  How	  do	  these	  newspaper	  editors	  view	  their	  relationship	  with	  their	  audience?	  	  	   2b.	  How	  do	  these	  newsrooms	  collaborate	  with	  other	  departments	  within	  the	  publication?	  	  	   3.	  What	  is	  the	  reasoning	  behind	  the	  publications’	  web	  features?	  	  	   4.	  How	  do	  the	  editors	  view	  the	  legitimacy	  of	  their	  publications	  within	  the	  community?	  	   In	  relation	  to	  the	  first	  question,	  the	  newsrooms	  were	  structured	  differently	  depending	  on	  the	  publication	  to	  handle	  online	  content.	  The	  one	  common	  thread	  was	  that	  reporters	  and	  editors	  all	  were	  involved	  in	  online	  work	  in	  one	  form	  or	  another.	  Web	  production	  was	  not	  focused	  on	  a	  minority	  of	  staff	  members.	  Even	  in	  cases	  where	  there	  was	  a	  position	  that	  just	  handled	  digital	  content,	  other	  staff	  members	  shared	  in	  production	  –	  reporters	  tweeting	  or	  hosting	  live	  chats,	  for	  example.	  In	  all	  cases,	  there	  was	  at	  least	  one	  person	  in	  management	  who	  championed	  digital	  at	  each	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individual	  newspaper.	  None	  of	  the	  newspapers	  reported	  that	  they	  were	  just	  following	  dictates	  from	  a	  corporate	  entity.	  All	  reported	  that	  they	  had	  the	  ability	  to	  either	  change	  their	  web	  presence	  to	  their	  liking	  or	  felt	  they	  had	  a	  good	  relationship	  with	  their	  higher-­‐ups	  to	  explore	  new	  ideas	  online.	  	  	   As	  far	  as	  specific	  features,	  the	  study	  showed	  how	  these	  newspapers	  excelled	  in	  the	  areas	  of	  multimedia,	  interactive	  elements,	  social	  media	  and	  website	  updates.	  Most	  of	  the	  newspapers	  had	  similarities	  in	  each	  of	  the	  categories.	  They	  tended	  to	  be	  heavy	  on	  multimedia	  elements,	  particularly	  video	  and	  photo	  galleries.	  They	  all	  had	  a	  presence	  on	  social	  media,	  particularly	  Twitter	  and	  Facebook.	  All	  publications	  also	  update	  their	  websites	  more	  frequently	  than	  their	  publication	  schedule.	  Some	  attempted	  reader	  interaction	  with	  live	  chats	  and	  reader-­‐submitted	  content	  but	  overall	  had	  mixed	  results.	  Comment	  sections	  were	  also	  prevalent,	  although	  editors	  reported	  difficulty	  in	  fostering	  positive	  discussions.	  	  	  	   Answers	  related	  to	  the	  second	  and	  third	  research	  questions	  were	  connected.	  The	  editors	  all	  reported	  that	  their	  online	  features	  helped	  them	  communicate	  better	  with	  their	  readers.	  It	  allowed	  them	  to	  publish	  on	  a	  24-­‐hour	  cycle,	  and,	  through	  social	  media,	  allowed	  them	  to	  potentially	  reach	  audiences	  that	  didn’t	  regularly	  read	  their	  content.	  It	  also	  allowed	  them	  more	  interaction	  with	  their	  readers,	  whether	  that	  was	  through	  social	  media,	  live	  chats,	  comment	  sections	  or	  other	  means.	  The	  editors	  argued	  that	  the	  Internet,	  essentially,	  made	  them	  better	  at	  what	  they	  did	  as	  a	  newspaper.	  It	  allowed	  for	  quicker	  communication,	  rather	  than	  just	  producing	  news	  all	  at	  once	  either	  daily	  or	  weekly.	  The	  Internet	  also	  allowed	  outlets	  to	  interact	  frequently	  with	  readers.	  The	  interaction	  could	  also	  have	  more	  give	  and	  take.	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Reporters	  and	  editors	  could	  interact	  via	  Facebook	  or	  Twitter.	  Editors	  felt	  this	  brought	  them	  closer	  to	  readers,	  especially	  compared	  to	  how	  print	  limited	  interactions	  to	  mainly	  letters	  to	  the	  editor.	  Also,	  social	  media	  and	  comment	  sections	  allowed	  for	  readers	  to	  communicate	  more	  frequently	  among	  each	  other.	  The	  main	  problem,	  editors	  found,	  was	  that	  conversation	  among	  readers	  could	  quickly	  turn	  negative.	  While	  most	  indicated	  that	  having	  a	  forum	  for	  interaction,	  such	  as	  comment	  sections,	  were	  worthwhile,	  they	  gave	  mixed	  reactions	  about	  the	  quality	  of	  discussion	  it	  produced.	  It	  should	  be	  noted	  that	  the	  editors	  sought	  ways	  to	  improve	  that	  conversation,	  rather	  than	  acting	  to	  ban	  comment	  sections	  entirely.	  In	  essence,	  they	  had	  not	  given	  up	  on	  it.	  	  	   Editors	  almost	  across	  the	  board	  reported	  getting	  detailed	  feedback	  from	  readers	  through	  the	  use	  of	  analytics.	  In	  fact,	  analytics	  was	  the	  main	  response	  when	  editors	  were	  asked	  how	  they	  received	  feedback	  from	  readers	  and	  how	  they	  were	  able	  to	  judge	  the	  success	  of	  their	  online	  products.	  However,	  only	  a	  few	  editors	  reported	  letting	  that	  information	  influence	  their	  decisions.	  Those	  that	  did	  tended	  to	  let	  it	  shape	  their	  coverage	  both	  in	  print	  and	  online	  on	  a	  day-­‐to-­‐day	  basis.	  Those	  that	  didn’t,	  tended	  to	  just	  use	  it	  as	  a	  general	  barometer	  of	  how	  the	  site	  as	  a	  whole	  was	  doing	  or	  what	  individual	  stories	  were	  popular	  over	  a	  certain	  length	  of	  time.	  Only	  one	  editor	  discouraged	  the	  use	  of	  analytics	  to	  shape	  decisions,	  indicating	  that	  he	  had	  a	  better	  grip	  on	  what	  their	  readers	  wanted	  or	  needed	  to	  read.	  Many	  editors	  expressed	  a	  desire	  to	  do	  more	  with	  analytics	  but	  stated	  that	  they	  either	  just	  didn’t	  have	  time	  or	  haven’t	  figured	  out	  a	  way	  to	  effectively	  use	  them	  yet.	  Overall,	  most	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editors	  found	  some	  sort	  of	  use	  from	  analytics,	  but	  their	  level	  of	  involvement	  with	  them	  varied.	  	  	   Whereas	  the	  editors	  reported	  attempts	  to	  use	  the	  Internet	  to	  interact	  with	  their	  audiences,	  they	  didn’t	  show	  many	  signs	  of	  wanting	  to	  collaborate	  closely	  with	  other	  departments	  within	  their	  publication.	  The	  wall	  between	  advertising	  and	  editorial	  seemed	  intact.	  Aside	  from	  a	  few	  exceptions,	  no	  editors	  reported	  collaborating	  closely	  with	  any	  other	  department	  within	  the	  publication	  on	  a	  regular	  basis.	  Even	  the	  ones	  that	  did	  noted	  resistance,	  such	  as	  Eric	  Eckert	  of	  York	  News	  Times	  saying	  the	  publication	  received	  criticism	  when	  it	  started	  showing	  housing	  ads	  as	  part	  of	  its	  home	  rotator.	  While	  all	  reported	  a	  good	  working	  relationship	  with	  colleagues	  outside	  the	  newsroom,	  few	  editors	  even	  stated	  a	  desire	  to	  collaborate	  closely	  with	  those	  other	  departments.	  	   These	  results	  are	  significant	  because	  they	  are	  finding	  similarities	  in	  what	  these	  smaller	  newspapers	  are	  doing	  online	  and	  clarifying	  how	  they	  are	  able	  to	  do	  so	  from	  a	  staffing	  standpoint.	  This	  study	  adds	  to	  what	  little	  research	  has	  been	  done	  specifically	  about	  small,	  community	  newspapers	  and	  their	  online	  practices.	  It	  provides	  practical	  ideas	  that	  other	  editors	  or	  managers	  of	  small	  newspapers	  can	  use	  to	  help	  improve	  their	  web	  presence.	  Much	  has	  been	  written	  about	  how	  small	  newspapers	  struggle	  online,	  but	  by	  examining	  successful	  examples,	  valuable	  knowledge	  can	  be	  gained	  that	  can	  help	  out	  other	  editors.	  	  	   The	  study	  also	  builds	  upon	  the	  limited	  research	  done	  in	  relation	  to	  New	  Institutionalism	  and	  Rational	  Choice	  Theory	  and	  how	  it	  applies	  to	  journalism.	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Lowrey	  and	  Woo	  (2010)	  have	  examined	  how	  these	  theories	  apply	  to	  journalism	  in	  a	  quantitative	  approach.	  The	  research	  provided	  insight	  into	  ways	  journalists	  adhered	  to	  both	  Rational	  Choice	  Theory	  and	  New	  Institutionalism.	  This	  study	  took	  a	  qualitative	  approach	  to	  explore	  more	  of	  the	  “how”	  and	  “why”	  newspaper	  editors	  were	  doing	  what	  they	  were	  doing.	  	  	   In	  their	  research,	  Lowrey	  and	  Woo	  (2010)	  broke	  down	  how	  journalists	  were	  reacting	  in	  uncertain	  times	  through	  the	  lens	  of	  Rational	  Choice	  Theory	  and	  New	  Institutionalism.	  Their	  previous	  research	  focused	  on	  several	  areas	  of	  the	  two	  theories:	  an	  ability	  of	  agents	  within	  an	  institution	  to	  enact	  change,	  loose	  coupling	  vs.	  tight	  coupling,	  isomorphism	  and	  legitimacy.	  This	  study	  found	  similarities	  to	  what	  Lowrey	  and	  Woo	  found.	  	  	  
Ability	  to	  change	  	   The	  first	  research	  question	  touches	  on	  the	  idea	  in	  Rational	  Choice	  Theory	  that	  agents	  will	  have	  the	  ability	  to	  change	  in	  times	  of	  uncertainty.	  This	  study	  found	  that	  all	  editors	  were	  in	  a	  position	  to	  make	  changes	  based	  on	  what	  they	  thought	  was	  appropriate.	  Newspapers	  traditionally	  have	  been	  known	  for	  being	  reluctant	  to	  change	  (Singer,	  2004).	  Some	  of	  that	  sentiment	  was	  reflected	  in	  this	  research,	  particularly	  Kelly	  Wilson’s	  observation	  that	  one	  of	  the	  most	  difficult	  tasks	  was	  getting	  older	  reporters	  to	  buy	  into	  their	  digital	  duties.	  But	  those	  who	  were	  in	  the	  position	  to	  create	  change	  reported	  little	  interference	  from	  a	  boss	  or	  corporate	  entity	  from	  doing	  what	  they	  wanted	  to	  do.	  In	  some	  cases,	  those	  making	  the	  changes	  in	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editorial	  content	  were	  also	  the	  ones	  in	  charge,	  such	  as	  Sallie	  See	  and	  her	  husband	  at	  the	  Hampshire	  Review.	  	  	   Overall,	  the	  editors	  indicated	  their	  newsroom	  culture	  as	  being	  relatively	  open	  to	  change.	  In	  some	  cases,	  such	  as	  Kelly	  Wilson’s,	  it	  took	  some	  persuasion	  to	  convince	  the	  newsrooms	  to	  be	  open	  to	  that	  change.	  Lisa	  Schlichtman	  also	  stated	  that	  she	  needed	  to	  make	  loose	  requirements	  on	  reporters	  to	  make	  sure	  they’re	  keeping	  up	  with	  social	  media	  duties.	  Chris	  Rhoades	  even	  indicated	  that	  he	  needed	  to	  replace	  an	  editor	  who	  was	  reluctant	  to	  online	  work.	  Research	  (Singer,	  2004;	  Sylvie	  and	  Witherspoon,	  2002)	  has	  shown	  that	  newsrooms	  are	  reluctant	  to	  change,	  and	  that	  can	  be	  applied	  even	  to	  forward-­‐thinking	  newsrooms,	  like	  the	  ones	  studied	  here.	  	  These	  editors,	  however,	  have	  said	  that	  they’ve	  been	  able	  to	  shift	  attitudes	  (and	  in	  Rhoades’	  case	  get	  rid	  of	  opposing	  views)	  to	  bring	  staffs	  onboard	  for	  online	  innovation.	  This	  indicates	  that	  if	  newsrooms	  are	  able	  to	  get	  out	  of	  the	  “muck	  of	  tradition,”	  as	  Sylvie	  and	  Witherspoon	  (2002)	  state,	  that	  management,	  with	  support	  of	  a	  corporate	  entity,	  are	  the	  driving	  forces	  to	  shape	  the	  newsroom.	  It	  is	  also	  worth	  noting	  that	  simply	  the	  size	  of	  these	  newspapers	  may	  be	  beneficial	  in	  changing	  newsroom	  practices.	  In	  some	  cases,	  such	  as	  Jeff	  McNiell’s	  Houston	  Herald	  and	  Sallie	  See’s	  Hampshire	  Review,	  the	  editors	  took	  on	  a	  lot	  of	  the	  online	  work	  because	  their	  newsrooms	  are	  so	  small	  and	  no	  one	  else	  was	  left	  to	  do	  it.	  Unlike	  larger	  newsrooms,	  just	  the	  presence	  of	  one	  or	  two	  people	  at	  a	  small	  newspaper	  can	  mean	  a	  radical	  shift	  in	  its	  ability	  to	  change.	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Loose	  coupling	  vs.	  tight	  coupling	  
	   Lowrey	  and	  Woo	  (2010)	  stated	  that	  newspapers	  would	  engage	  in	  either	  tight	  coupling	  or	  loose	  coupling	  with	  their	  audience	  and	  within	  the	  divisions	  of	  the	  newspaper	  itself	  in	  accordance	  to	  practices	  in	  Rational	  Choice	  Theory	  and	  New	  Institutionalism	  respectively.	  As	  asked	  in	  the	  second	  research	  question,	  this	  study	  mirrors	  their	  findings	  that	  the	  newspapers	  questioned	  have	  elements	  of	  both	  tight	  and	  loose	  coupling.	  	  	   The	  editors’	  responses	  indicated	  loose	  coupling	  with	  other	  departments	  within	  the	  publication,	  similar	  to	  Lowrey	  and	  Woo’s	  results.	  Several	  editors	  mentioned	  the	  metaphorical	  “wall”	  between	  advertising	  and	  editorial	  still	  exists.	  Only	  in	  certain	  exceptions	  did	  the	  departments	  work	  closely	  together	  or	  blend	  their	  duties,	  such	  as	  the	  York	  News	  Times’	  promotion	  of	  real	  estate	  ads	  in	  its	  homepage	  rotator	  or	  other	  newspapers	  that	  shared	  analytical	  data	  among	  departments.	  This	  is	  not	  a	  surprising	  result,	  as	  the	  division	  between	  news	  and	  advertising	  has	  traditionally	  been	  strong	  in	  newspapers.	  As	  several	  editors	  noted,	  the	  reason	  is	  to	  keep	  the	  integrity	  of	  the	  news	  division	  as	  so	  it’s	  not	  seen	  to	  be	  influenced	  by	  advertisers.	  However,	  at	  some	  publications	  the	  news	  and	  advertising	  side	  did	  work	  close	  together	  –	  simply	  because	  they	  were	  one	  in	  the	  same.	  Sallie	  See,	  for	  example,	  sold	  advertising	  and	  edited	  the	  newspaper	  because	  she	  had	  to	  –	  the	  staff	  was	  so	  small	  –	  not	  because	  of	  a	  conscious	  decision	  to	  bring	  the	  departments	  closer	  together.	  	  	  	   The	  editors	  did	  show	  signs	  of	  both	  tight	  coupling	  and	  loose	  coupling	  when	  it	  came	  to	  the	  relationship	  with	  their	  audience.	  They	  all	  reported	  taking	  advantage	  of	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the	  online	  tools	  to	  interact	  with	  their	  audience	  and	  felt	  that	  was	  strengthening	  the	  relationship	  with	  readers.	  The	  level	  of	  interaction	  varied	  at	  the	  newspapers,	  as	  some	  placed	  more	  emphasis	  on	  reader	  interaction,	  such	  as	  the	  Columbia	  Daily	  Tribune’s	  routine	  live	  chats	  with	  sports	  reporters	  or	  the	  Steamboat	  Pilot	  &	  Today’s	  requirement	  that	  reporters	  tweet	  frequently	  throughout	  the	  day.	  	  	   Where	  results	  became	  more	  mixed	  was	  when	  it	  came	  to	  analytics.	  Analytical	  research	  is	  the	  closest	  way	  editors	  can	  receive	  specific	  feedback	  on	  individual	  stories,	  features	  or	  the	  site	  in	  general.	  Most	  editors	  reported	  receiving	  analytic	  reports	  or	  viewing	  data	  directly,	  but	  only	  a	  few,	  the	  Steamboat	  Pilot	  &	  Today	  and	  the	  Quincy	  Whig	  Herald	  in	  particular,	  did	  much	  to	  let	  it	  influence	  their	  decisions.	  Lowrey	  and	  Woo	  (2010)	  found	  essentially	  the	  same	  thing.	  However,	  the	  explanation	  among	  these	  editors	  was	  slightly	  different.	  Most	  editors	  who	  hadn’t	  let	  it	  influence	  their	  decisions	  didn’t	  brush	  off	  the	  information	  but	  indicated	  they	  hadn’t	  put	  a	  priority	  on	  how	  to	  use	  it.	  This	  contrasts	  to	  Lowrey	  and	  Woo’s	  theory	  that	  the	  use	  of	  analytics	  might	  intrude	  on	  their	  legitimacy	  as	  decision	  makers.	  Jim	  Robertson	  of	  the	  Columbia	  Daily	  Tribune,	  who	  didn’t	  want	  analytics	  to	  dictate	  coverage,	  was	  more	  in	  line	  with	  Lowrey	  and	  Woo’s	  assertion.	  Lowrey	  and	  Woo	  also	  focused	  in	  their	  research	  on	  a	  wide	  swath	  of	  community	  newspapers,	  not	  just	  innovative	  ones.	  The	  editors	  in	  this	  study,	  who	  are	  already	  accustomed	  to	  trying	  new	  things	  online,	  are	  perhaps	  more	  likely	  to	  be	  open	  to	  letting	  analytics	  influence	  their	  decisions.	  	  	  	   For	  the	  most	  part,	  the	  editors	  indicated	  attempts	  to	  improve	  by	  drawing	  closer	  with	  their	  audience.	  The	  theory	  of	  Bounded	  Rationality	  suggests	  that	  their	  ability	  to	  maximize	  their	  decisions	  may	  be	  limited	  (Simon,	  1976).	  But	  these	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newspapers	  have	  made	  steps	  to	  come	  to	  a	  reasonable	  solution	  that	  can	  at	  least	  reduce	  that	  uncertainty,	  similar	  to	  what	  Lowrey	  and	  Gade	  observe	  in	  their	  research	  (2011).	  	  	  	   In	  one	  case,	  it	  seemed	  that	  an	  editor	  was	  establishing	  an	  online	  presence,	  
despite	  what	  his	  audience	  wanted.	  Jason	  Jump	  of	  the	  Kingman	  County	  News	  reported	  that	  the	  area’s	  older	  and	  rural	  demographic	  for	  the	  newspaper	  wasn’t	  ideal	  for	  an	  online	  audience.	  He	  reported	  that	  even	  some	  of	  his	  web	  features,	  such	  as	  the	  live	  streaming,	  were	  disappointing	  in	  their	  number	  of	  views.	  The	  app	  he	  helped	  develop	  had	  difficulty	  being	  downloaded	  because	  of	  slow	  speeds	  in	  the	  area	  downloading	  data	  on	  mobile.	  But	  he	  had	  established	  a	  web	  presence	  for	  his	  publication	  in	  large	  part	  because	  he	  knew	  how.	  The	  website	  was	  something	  that	  he	  had	  essentially	  started	  from	  scratch	  at	  his	  previous	  job,	  and	  the	  idea	  for	  the	  live	  stream	  came	  from	  his	  previous	  job	  as	  well.	  He	  also	  had	  a	  general	  sense	  that	  the	  news	  industry	  was	  moving	  toward	  digital,	  so	  he	  had	  to,	  as	  well.	  This	  example	  leads	  into	  the	  discussion	  of	  isomorphism.	  	  	  
Isomorphism	  	  	   The	  fourth	  question	  addressed	  the	  issue	  of	  the	  New	  Institutionalism	  practice	  of	  isomorphism,	  as	  in,	  whether	  these	  newspapers	  were	  simply	  mimicking	  what	  other	  newspapers	  were	  doing	  online.	  As	  Lowrey	  and	  Woo	  (2010)	  studied,	  even	  when	  newspapers	  appear	  to	  be	  innovating	  online,	  they	  may	  just	  be	  mirroring	  practices	  of	  other	  newspapers.	  In	  the	  case	  of	  the	  Kingman	  County	  News,	  the	  decisions	  for	  some	  of	  its	  web	  features	  were	  coming	  from	  what	  worked	  in	  other	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areas,	  not	  necessarily	  what	  worked	  for	  that	  area.	  This	  was	  reinforced	  by	  Jump’s	  comment,	  “In	  this	  day	  and	  age	  you	  can’t	  have	  one	  without	  the	  other,”	  indicating	  that	  the	  online	  elements	  are	  inherently	  needed	  now.	  As	  DiMaggio	  and	  Powell	  have	  argued	  (1983),	  this	  is	  a	  reflection	  of	  the	  fact	  that	  institutions	  tend	  to	  mirror	  each	  other	  to	  heighten	  their	  legitimacy.	  In	  this	  case,	  Jump	  is	  indicating	  in	  part	  that	  the	  reason	  for	  implementing	  his	  online	  features	  have	  less	  to	  do	  with	  his	  audience’s	  wishes	  but	  what	  he	  sees	  other	  newspapers	  doing.	  His	  responses	  indicated	  a	  lean	  toward	  isomorphism,	  but	  it	  also	  backs	  a	  belief	  all	  of	  the	  editors	  stated	  that	  they	  needed	  to	  be	  headed	  toward	  establishing	  a	  greater	  digital	  presence	  as	  more	  readers	  become	  accustomed	  to	  getting	  news	  online.	  If	  that’s	  the	  case,	  Jump	  isn’t	  solely	  establishing	  his	  web	  features	  because	  he	  saw	  them	  work	  elsewhere;	  he’s	  helping	  the	  newspaper	  prepare	  for	  an	  inevitable	  future.	  	  	   Aside	  from	  the	  Kingman	  County	  News,	  no	  other	  editor	  gave	  a	  sense	  of	  isomorphism.	  The	  websites	  did	  tend	  to	  mirror	  each	  other	  in	  ideas,	  to	  a	  degree.	  For	  example,	  the	  vast	  majority	  had	  video	  features	  on	  their	  websites	  and	  all	  of	  them	  had	  social	  media.	  This	  could	  be	  an	  indication	  that	  these	  newspapers	  were	  continuing	  in	  the	  trend	  of	  merely	  following	  what	  others	  are	  doing	  online.	  Editors	  said	  ideas	  for	  particular	  features	  came	  from	  a	  variety	  of	  sources,	  including	  what	  other	  publications	  are	  doing	  online.	  However,	  few	  indicated	  they	  were	  sticking	  to	  them	  just	  because	  they	  felt	  that	  was	  where	  the	  industry	  was	  headed.	  In	  most	  cases,	  editors	  indicated	  continuing	  with	  certain	  features	  because	  they	  were	  filling	  a	  need	  in	  their	  community,	  expanding	  their	  capabilities	  to	  effectively	  tell	  a	  story,	  becoming	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more	  competitive	  in	  their	  market	  or	  improving	  how	  they	  could	  communicate	  with	  their	  audience.	  	  	  
Legitimacy	  	   The	  fifth	  question	  dealt	  with	  how	  legitimacy	  played	  a	  role	  in	  their	  decision-­‐making.	  Lowrey	  and	  Woo	  (2010)	  note	  that	  legitimacy	  is	  a	  factor	  in	  New	  Institutionalism,	  as	  some	  institutions	  stick	  to	  what	  they	  do	  out	  of	  fear	  their	  audience	  will	  lose	  faith	  in	  them	  if	  they	  change.	  This	  research	  showed	  that	  the	  editors	  didn’t	  exactly	  see	  what	  they	  were	  doing	  as	  a	  great	  change	  in	  what	  they	  are	  and	  what	  they	  do.	  They	  saw	  their	  shift	  to	  online	  as	  enhancing	  what	  they	  can	  do	  as	  a	  daily	  newspaper.	  For	  the	  most	  part,	  the	  editors	  defined	  their	  operations	  as	  news	  outlets	  –	  just	  ones	  that	  now	  can	  do	  more	  than	  what	  they	  could	  do	  before.	  They	  expressed	  uncertainty	  over	  the	  future	  of	  journalism	  but,	  for	  the	  most	  part,	  stated	  a	  desire	  to	  keep	  up	  with	  the	  changing	  times.	  In	  the	  exception,	  Bill	  Horton	  of	  the	  Sanford	  Herald	  did	  express	  some	  fear	  over	  the	  changing	  habits	  of	  news	  consumers.	  But	  he	  didn’t	  feel	  that	  what	  the	  publication	  was	  doing	  was	  fundamentally	  changing	  –	  just	  that	  one	  day	  it	  may	  be	  confronted	  with	  that	  possibility	  in	  order	  to	  survive.	  	  	   Few	  of	  the	  editors	  indicated	  that	  their	  roles	  in	  particular	  were	  fundamentally	  changed	  due	  to	  their	  online	  activities.	  In	  one	  particular	  exception,	  Jim	  Robertson	  of	  The	  Columbia	  Tribune	  asserted	  that	  relying	  too	  much	  on	  analytics	  for	  decision	  making	  would	  be	  bad	  for	  the	  newspaper,	  as	  it	  would	  mean	  more	  unsavory	  forms	  of	  news	  (crime	  and	  sex)	  would	  become	  more	  prevalent	  over	  topics	  that	  he	  felt	  were	  important	  for	  a	  newspaper	  to	  cover,	  such	  as	  watchdog-­‐type	  stories.	  This	  distaste	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indicates	  a	  belief	  that	  relying	  too	  much	  on	  reader	  feedback	  would	  erode	  the	  legitimacy	  of	  his	  position	  as	  an	  editor	  and	  decision-­‐maker	  for	  coverage.	  Lowrey	  and	  Woo	  (2010)	  observed	  a	  similar	  feeling	  in	  their	  research.	  However,	  Robertson	  was	  the	  only	  editor	  interviewed	  to	  indicate	  this	  belief.	  	  	   The	  one	  aspect	  where	  the	  editors	  said	  they	  were	  not	  willing	  to	  change	  was	  the	  wall	  of	  separation	  between	  news	  and	  the	  other	  departments	  within	  the	  publication.	  The	  editors	  not	  only	  said	  the	  editorial	  side	  remained	  separate	  from	  advertising,	  but	  that	  they	  had	  little	  desire	  to	  initiate	  collaboration	  between	  the	  two.	  In	  essence,	  any	  merging	  between	  the	  two	  would	  hurt	  their	  publication’s	  credibility.	  	  The	  fear	  is	  that	  readers	  would	  start	  to	  question	  the	  motives	  of	  their	  editorial	  decisions	  and	  would	  damage	  their	  legitimacy	  within	  the	  community.	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Chapter	  Six:	  Conclusion	  	  	  	  	   This	  study	  used	  in-­‐depth,	  semi-­‐structured	  interviews	  to	  build	  upon	  the	  limited	  amount	  of	  research	  concerning	  journalism	  in	  the	  context	  of	  New	  Institutionalism	  and	  Rational	  Choice	  Theory.	  Through	  interviews	  with	  editors,	  the	  study	  was	  able	  to	  also	  shed	  light	  on	  what	  small	  newspapers	  are	  doing	  online	  and	  how	  they	  are	  able	  to	  do	  it,	  possibly	  providing	  practical	  ideas	  for	  other	  newspaper	  managers.	  	  	  
Implications	  for	  theory	  	   This	  study	  was	  able	  to	  add	  insight	  and	  nuance	  into	  how	  New	  Institutionalism	  and	  Rational	  Choice	  Theory	  apply	  to	  the	  field	  of	  journalism.	  The	  study,	  in	  part,	  mirrors	  the	  observations	  of	  Lowrey	  and	  Woo	  (2010),	  which	  were	  done	  in	  a	  quantitative	  format.	  This	  study,	  conducted	  with	  in-­‐depth,	  semi-­‐structured	  interviews,	  allowed	  for	  more	  exploration	  of	  the	  subjects’	  views,	  practices	  and	  opinions	  than	  what	  had	  been	  done	  previously.	  	  	   The	  study	  built	  upon	  claims	  by	  Lowrey	  and	  Woo	  (2010)	  that	  newspapers	  contain	  aspects	  of	  both	  the	  theories	  of	  New	  Institutionalism	  and	  Rational	  Choice	  Theory	  when	  it	  comes	  to	  online	  features	  and	  practices.	  This	  study	  found	  this	  to	  be	  true	  even	  when	  the	  field	  of	  interviewees	  were	  narrowed	  to	  small	  newspapers	  that	  were	  considered	  innovative.	  In	  particular,	  the	  study	  found	  examples	  of	  loose	  coupling	  and	  tight	  coupling	  in	  how	  these	  newspapers	  operate.	  They	  are	  monitoring	  their	  audience	  through	  social	  media	  and	  interactive	  features	  on	  their	  website,	  an	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indication	  of	  tight	  coupling.	  Most	  are	  gathering	  analytics,	  but	  few	  are	  using	  them	  to	  influence	  decision-­‐making,	  an	  indication	  of	  loose	  coupling.	  The	  use	  of	  analytics,	  in	  particular,	  presented	  an	  interesting	  straddling	  of	  both	  theories.	  As	  Lowrey	  and	  Woo	  (2010)	  found,	  the	  gathering	  of	  analytics	  would	  indicate	  that	  newspapers	  are	  getting	  closer	  to	  their	  audiences,	  but	  few	  are	  actually	  letting	  that	  information	  influence	  their	  decision	  making.	  This	  study	  offered	  insight	  into	  why	  that	  is	  happening,	  at	  least	  at	  these	  newspapers.	  In	  most	  cases,	  the	  editors	  noted	  that	  they	  just	  haven’t	  taken	  the	  time	  to	  really	  figure	  out	  how	  to	  use	  analytics	  in	  a	  way	  to	  improve	  their	  coverage.	  The	  study	  also	  supports	  Lowrey	  and	  Woo’s	  finding	  that	  newspapers	  don’t	  practice	  tight	  coupling	  in	  regard	  to	  intra-­‐office	  collaboration.	  This	  study	  was	  able	  to	  further	  explain	  that	  position	  in	  that	  editors	  feared	  their	  newspapers’	  legitimacy	  may	  be	  harmed	  within	  the	  community	  if	  they	  did	  so.	  	  	   This	  study	  also	  added	  more	  insight	  into	  how	  the	  concept	  of	  legitimacy	  comes	  into	  play	  at	  innovative	  newspapers.	  Largely,	  these	  news	  editors	  saw	  the	  legitimacy	  of	  their	  publications	  within	  the	  community	  only	  improving	  through	  the	  use	  of	  online	  features.	  The	  responses	  in	  particular	  to	  questions	  about	  legitimacy	  add	  a	  layer	  to	  previous	  research	  (Lowrey	  &	  Woo,	  2010;	  DiMaggio	  &	  Powell,	  1983)	  by	  explaining	  the	  positions	  of	  editors	  at	  innovative	  newspapers.	  New	  Institutionalism	  would	  indicate	  that	  a	  change	  from	  traditional	  practices	  could	  be	  seen	  as	  deviating	  from	  an	  established	  legitimacy	  in	  the	  community.	  However,	  these	  editors	  indicate	  that	  shifting	  focus	  to	  online	  features	  isn’t	  really	  deviating	  from	  their	  traditional	  practice	  of	  being	  a	  news	  outlet.	  Their	  belief	  is	  that	  their	  legitimacy	  is	  still	  intact	  within	  the	  community.	  The	  research	  also	  indicated	  that	  their	  legitimacy	  was	  mainly	  grounded	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in	  their	  connection	  to	  the	  community,	  rather	  than	  from	  mimicking	  what	  other	  newspapers	  are	  doing.	  	  	   The	  study	  also	  adds	  to	  previous	  research	  about	  newsroom	  culture.	  Research	  has	  indicated	  that	  newsrooms	  are	  reluctant	  to	  change	  (Singer,	  2004;	  Sylvie	  &	  Witherspoon,	  2002),	  and	  this	  study	  shows	  that	  even	  in	  innovative	  newsrooms,	  editors	  still	  faced	  some	  challenges	  in	  implementing	  change.	  However,	  this	  study	  showed	  that	  small	  newsrooms	  may	  be	  at	  an	  advantage,	  in	  that	  just	  the	  size	  of	  the	  newsroom	  can	  mean	  change	  is	  easier	  to	  implement	  because	  fewer	  employees	  need	  to	  be	  convinced.	  	  	  	  
Practical	  implications	  	   The	  study	  also	  gives	  practical	  ideas	  to	  members	  of	  the	  journalism	  industry	  about	  new	  ideas	  to	  expand	  their	  coverage	  online.	  The	  findings	  give	  examples	  of	  how	  a	  select	  few	  innovative	  newspapers	  are	  able	  to	  implement	  their	  features.	  From	  this,	  the	  research	  leads	  to	  some	  practical	  recommendations	  that	  any	  newspaper	  editor	  can	  undertake.	  Here	  are	  five	  such	  examples:	  	   Become	  more	  visual.	  Establishing	  multimedia	  doesn’t	  have	  to	  be	  difficult.	  Editors	  indicated	  that	  some	  of	  their	  most	  popular	  multimedia	  features	  were	  photo	  galleries.	  The	  galleries	  weren’t	  too	  difficult	  to	  compile,	  as	  photographers	  mainly	  just	  dumped	  many	  of	  their	  additional	  photos	  that	  didn’t	  make	  the	  newspaper	  into	  the	  gallery.	  Video	  also	  offered	  a	  feature	  that	  expanded	  the	  storytelling	  techniques	  of	  a	  newspaper.	  Some	  editors	  struggled	  with	  exactly	  how	  to	  implement	  video	  but	  said	  that	  even	  raw	  video	  can	  provide	  a	  service	  to	  readers.	  And,	  it	  can	  easily	  be	  taken	  an	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uploaded	  from	  a	  smart	  phone.	  Other	  editors	  implemented	  live	  feeds	  of	  events.	  They	  said	  once	  the	  technology	  was	  in	  place,	  a	  live	  feed	  wasn’t	  difficult	  to	  produce.	  This	  can	  be	  a	  great	  way	  to	  provide	  a	  service	  to	  readers	  that	  may	  not	  exist	  in	  the	  community.	  TV	  stations	  may	  show	  highlights	  of	  games,	  but	  few	  show	  high	  school	  sports	  from	  start	  to	  finish.	  Live	  feeds	  –	  and	  video	  in	  general	  –	  can	  be	  a	  way	  to	  make	  newspapers	  more	  competitive	  with	  TV	  stations.	  	  
	   Connect	  with	  social	  media.	  Many	  newspapers	  just	  use	  automatic	  feeds	  to	  dump	  links	  to	  their	  stories	  on	  social	  media.	  But	  that’s	  not	  taking	  full	  advantage	  of	  social	  media.	  It	  can	  be	  a	  way	  to	  connect	  with	  an	  audience.	  It	  should	  be	  seen	  as	  a	  tool	  to	  further	  communicate	  and	  not	  merely	  a	  way	  to	  drive	  traffic	  back	  to	  the	  website.	  For	  example,	  conversations	  can	  be	  started	  on	  Facebook	  by	  asking	  questions.	  A	  few	  of	  the	  editors	  indicated	  they	  used	  Facebook	  to	  put	  out	  polls	  or	  promote	  contests.	  Of	  course,	  social	  media	  can	  be	  beneficial	  to	  draw	  readers	  to	  a	  website,	  but	  it	  can	  also	  be	  helpful	  in	  strengthening	  the	  bond	  between	  a	  newspaper	  and	  the	  community.	  	  	   Guide	  readers	  in	  providing	  content.	  Many	  editors	  said	  they	  struggled	  to	  get	  valuable	  reader-­‐submitted	  content.	  But	  those	  who	  did	  tended	  to	  provide	  direction	  into	  they	  types	  of	  content	  they	  wanted.	  After	  a	  storm	  or	  before	  a	  special	  event,	  some	  editors	  asked	  readers	  via	  social	  media	  to	  provide	  photos.	  Or,	  in	  the	  case	  of	  The	  Panther	  Project	  at	  the	  Norfolk	  Daily	  News,	  the	  newspaper	  established	  a	  connection	  with	  the	  school	  district	  and	  set	  guidelines	  for	  how	  to	  populate	  a	  site	  with	  content.	  It	  isn’t	  enough	  to	  expect	  readers	  to	  submit	  valuable	  content	  just	  by	  providing	  a	  link	  on	  the	  website	  to	  submit	  photos	  or	  columns.	  Editors	  need	  to	  reach	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out	  or	  prompt	  readers	  to	  get	  the	  types	  of	  content	  that	  can	  be	  beneficial	  to	  the	  newspaper.	  	  	   Let	  analytics	  inform	  your	  decisions.	  Analytics	  don’t	  have	  to	  dictate	  news	  coverage.	  But	  it	  can	  be	  a	  good	  way	  to	  inform	  decisions	  about	  coverage.	  Analytics	  are	  more	  than	  just	  page	  views.	  Digging	  deeper	  into	  analytics	  can	  explain	  what	  types	  of	  stories	  are	  bringing	  in	  new	  readers,	  what	  stories	  readers	  spending	  the	  most	  time	  with,	  what	  features	  draw	  readers	  further	  into	  the	  site	  and	  so	  on.	  Analytics	  can	  be	  a	  valuable	  resource	  to	  get	  feedback	  into	  what	  readers	  want.	  Many	  editors	  did	  little	  with	  analytical	  information.	  But	  those	  that	  did	  weren’t	  using	  complex	  formulas	  to	  determine	  what’s	  worthwhile	  and	  what’s	  not.	  It	  could	  be	  something	  as	  simple	  as	  noticing	  stories	  that	  have	  taken	  off	  online	  and	  finding	  a	  way	  to	  put	  those	  back	  in	  front	  of	  readers.	  Analytics	  are	  an	  answer	  to	  a	  fundamental	  question:	  What	  do	  our	  readers	  want?	  	   Think	  beyond	  traditional	  roles.	  Perhaps	  it	  is	  time	  for	  the	  role	  of	  a	  newspaper	  in	  a	  community	  to	  change.	  The	  Internet	  has	  given	  newspapers	  valuable	  tools	  to	  connect	  with	  readers.	  It’s	  helped	  disseminate	  news	  and	  receive	  feedback.	  But	  it’s	  allowed	  for	  newspapers	  to	  become	  something	  bigger.	  It’s	  allowing	  the	  site	  to	  become	  a	  hub	  of	  community	  activity.	  A	  news	  website	  can	  be	  a	  place	  where	  readers	  come	  to	  not	  only	  get	  news	  but	  to	  discuss	  that	  news	  with	  other	  readers	  or	  with	  reporters	  through	  features	  like	  live	  chats.	  It	  can	  be	  a	  place	  where	  readers	  can	  find	  what’s	  happening	  in	  their	  specific	  neighborhood,	  like	  at	  The	  Columbia	  Daily	  Tribune’s	  Neighborhoods	  feature.	  It	  can	  be	  a	  place	  to	  watch	  and	  discuss	  a	  high	  school	  football	  game.	  A	  newspaper	  can	  help	  create	  an	  app	  for	  the	  community,	  like	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Jason	  Jump	  did	  for	  Kingman	  County.	  It	  can	  establish	  a	  forum	  for	  schools	  to	  broadcast	  their	  achievements,	  like	  The	  Panther	  Project.	  It	  can	  answer	  questions	  about	  the	  community,	  like	  the	  Quincy	  Herald	  Whig’s	  “Answers”	  blog.	  The	  Internet	  is	  allowing	  newspapers	  to	  become	  virtual	  town	  squares.	  The	  online	  elements	  of	  a	  newspaper	  can	  become	  a	  24-­‐hour	  gathering	  place	  for	  the	  community.	  A	  newspaper	  no	  longer	  has	  to	  be	  something	  readers	  just	  check	  in	  with	  once	  a	  day	  or	  once	  a	  week.	  It	  can	  be	  something	  ingrained	  in	  their	  daily	  lives.	  So,	  the	  role	  of	  a	  newspaper	  needs	  to	  expand	  because	  the	  possibility	  of	  becoming	  something	  so	  much	  more	  valuable	  to	  a	  community	  is	  too	  great	  to	  ignore.	  	  	  
Limitations	  	   There	  are	  limits	  to	  what	  this	  study.	  The	  study	  was	  qualitative,	  so	  the	  results	  are	  unable	  to	  be	  generalized.	  Rather,	  the	  focus	  was	  to	  select	  several	  newsrooms	  deemed	  innovate	  in	  their	  online	  efforts	  and	  describe	  what	  they	  do	  and	  how	  they	  do	  it.	  The	  intent	  wasn’t	  to	  make	  broad	  statements	  about	  community	  newspapers,	  but	  rather	  to	  convey	  knowledge	  from	  these	  editors.	  Also,	  the	  interviews	  may	  have	  been	  shaded	  by	  the	  fact	  that	  they	  were	  on	  the	  record.	  Editors	  may	  have	  been	  more	  open	  if	  conversations	  were	  anonymous,	  especially	  when	  discussing	  financial	  matters	  or	  interoffice	  relationships.	  However,	  as	  discussed	  earlier,	  the	  trade-­‐off	  to	  grant	  anonymity	  would	  have	  been	  too	  great	  and	  limited	  the	  discussion	  on	  individual	  features.	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Future	  research	  	   More	  can	  also	  be	  done	  to	  broaden	  the	  information	  from	  this	  study.	  The	  focus	  of	  this	  study	  was	  on	  the	  editorial	  side	  of	  the	  newsroom.	  But	  changes	  in	  the	  field	  have	  impacted	  all	  aspects	  of	  a	  newspaper.	  Further	  research	  can	  be	  done	  into	  how	  other	  departments	  have	  reacted	  in	  times	  of	  uncertainty,	  particularly	  the	  advertising	  department.	  Bottom	  line,	  newspapers	  still	  need	  to	  make	  money	  to	  survive,	  and	  the	  ad	  department	  has	  the	  task	  of	  finding	  ways	  to	  bring	  in	  money	  when	  fewer	  businesses	  are	  seeking	  to	  market	  themselves	  through	  local	  news	  outlets.	  The	  industry	  as	  a	  whole	  could	  benefit	  from	  more	  study	  about	  innovative	  concepts	  coming	  from	  advertising,	  classified	  or	  marketing	  departments.	  	  	   Although	  more	  can	  be	  done,	  this	  study	  was	  able	  to	  provide	  further	  exploration	  into	  an	  oft-­‐overlooked	  segment	  of	  the	  newspaper	  business.	  Newspapers	  are	  in	  a	  turbulent	  time,	  and	  any	  research	  into	  how	  they	  can	  survive	  is	  necessary.	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Appendix	  A	  List	  of	  Questions	  	  
Staff	  organization	  Who	  is	  responsible	  for	  posting	  content	  and/or	  creating	  content	  for	  your	  website	  and	  social	  media?	  Is	  there	  anyone	  who	  just	  works	  with	  digital	  media?	  If	  you	  want	  to	  make	  a	  major	  change	  to	  the	  website,	  who	  has	  to	  approve	  it?	  	  
Website	  features	  How	  do	  you	  judge	  the	  success	  of	  your	  online	  presence?	  What	  are	  the	  current	  features	  that	  are	  the	  most	  successful?	  (The	  response	  leads	  to	  questions	  based	  on	  characteristics	  observed	  on	  website.)	  What	  value	  does	  updating	  your	  website	  frequently/producing	  multimedia/employing	  social	  media/establishing	  interactive	  features	  add	  to	  your	  publication?	  -­‐-­‐	  Do	  you	  have	  a	  goal	  of	  updating	  your	  website	  more	  frequently/producing	  multimedia/employing	  social	  media/establishing	  interactive	  features?	  If	  so,	  what’s	  holding	  you	  back?	  If	  not,	  what	  specifically	  about	  that	  feature	  do	  you	  not	  find	  beneficial?	  Is	  there	  anything	  else	  that	  you	  would	  like	  to	  do	  on	  the	  website	  that	  you	  haven’t	  done	  already?	  What’s	  stopping	  you	  from	  doing	  it?	  	  
Audience	  and	  inter-­department	  communication	  
	   	  79	  
How	  do	  you	  receive	  feedback	  from	  your	  audience?	  	  (The	  response	  leads	  to	  question	  based	  on	  characteristics	  observed	  on	  website.)	  How	  does	  social	  media	  and/or	  interactive	  features	  affect	  the	  relationship	  with	  your	  audience?	  How	  do	  reporters	  and	  editors	  interact	  with	  their	  audience	  through	  social	  media	  and/or	  interactive	  features	  (comments,	  message	  boards,	  etc.)?	  Do	  you	  track	  analytics?	  With	  what?	  If	  so,	  how	  do	  you	  use	  that	  information?	  Do	  you	  share	  it	  with	  other	  departments	  within	  the	  publication?	  Describe	  the	  relationship	  between	  the	  newsroom	  and	  the	  other	  departments	  in	  the	  publication?	  	  
Role	  of	  newspaper	  in	  community	  What	  is	  the	  role	  of	  your	  newspaper	  in	  the	  community?	  How	  have	  your	  online	  features	  provided	  a	  service	  to	  the	  community?	  	  	  How	  do	  you	  view	  the	  relationship	  between	  the	  print	  product	  and	  the	  digital	  product?	  Do	  you	  feel	  your	  newspaper’s	  web	  features	  are	  innovative?	  Why	  or	  why	  not?	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Appendix	  B	  Recruitment	  Email	  	  Hello	  	  My	  name	  is	  Justin	  Paprocki,	  and	  I	  am	  a	  graduate	  student	  at	  the	  University	  of	  Missouri	  School	  of	  Journalism.	  I	  am	  writing	  to	  invite	  you	  to	  participate	  in	  a	  study	  titled	  “How	  small	  newspapers	  are	  innovating	  online.”	  The	  study	  will	  seek	  to	  understand	  what	  small	  newspapers	  are	  doing	  online	  and	  how	  they	  are	  able	  to	  do	  it	  from	  an	  organizational	  standpoint.	  	  I’m	  interested	  in	  interviewing	  you	  for	  this	  study.	  I	  will	  be	  asking	  questions	  about	  your	  newspaper’s	  website	  and	  presence	  on	  social	  media	  and	  how	  your	  staff	  is	  organized	  to	  be	  able	  to	  produce	  this	  content.	  The	  interview	  should	  take	  between	  30-­‐45	  minutes	  and	  can	  be	  done	  over	  the	  phone.	  The	  conversation	  will	  be	  on	  the	  record	  and	  your	  name	  and	  indentifying	  information	  about	  your	  publication	  may	  be	  used	  in	  the	  study.	  Your	  participation	  should	  not	  cause	  you	  any	  risks	  greater	  than	  those	  encountered	  in	  ordinary	  conversations	  about	  your	  publication.	  You	  can	  opt	  out	  of	  the	  interview	  at	  any	  point.	  If	  you	  agree	  to	  the	  interview,	  please	  contact	  me	  and	  we	  can	  set	  up	  a	  time	  to	  talk.	  I	  can	  be	  reached	  at	  (843)	  540-­‐9010	  and	  jrp3nc@mail.missouri.edu.	  	  	  Also,	  please	  contact	  me	  if	  you	  have	  questions	  about	  this	  study	  in	  general.	  If	  you	  have	  questions	  regarding	  your	  rights	  as	  a	  human	  subject,	  contact	  the	  University	  of	  Missouri’s	  Institutional	  Review	  Board	  at	  (573)	  882-­‐9585	  or	  umcresearchcirb@missouri.edu.	  I	  appreciate	  your	  time.	  	  Justin	  Paprocki	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Appendix	  C	  Consent	  Agreement	  	  Hello	  (Mr./Ms.	  Name).	  Thank	  you	  once	  again	  for	  speaking	  with	  me.	  Just	  to	  review,	  I’m	  interviewing	  editors	  at	  small	  newspapers	  about	  how	  they	  are	  innovating	  online.	  Your	  participation	  in	  this	  study	  is	  voluntary.	  The	  interview	  should	  take	  about	  30-­‐45	  minutes.	  I	  will	  be	  recording	  the	  interview.	  Your	  name	  and	  position	  within	  your	  publication	  will	  be	  used	  in	  my	  study.	  You	  can	  opt	  out	  of	  the	  interview	  at	  any	  time.	  Please	  let	  me	  know	  if	  you	  have	  questions	  about	  the	  research	  or	  the	  study.	  	  For	  future	  reference,	  my	  email	  is	  jrp3nc@mail.missouri.edu	  and	  phone	  number	  is	  843-­‐540-­‐9010.	  Are	  you	  willing	  to	  participate	  in	  this	  interview?	  	  	  	  	  
